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ABSTRACT x ' 

A plan far reducing or> consolidating" institutions and 

programs of the University of Wisconsin (UW), is presented, based on a 

request by Wisconsin. Governor Patrick J,. Lucey in 1975. The 

Governor's basic fiscal and enrollment assumptions are identified, 

and the findings and recommendations .of the UW system President, John 

Weaver are presented . .Part 1 of the report considers the implications 

of enrollment forecasts, educational opportunity, campus sizes, and 

missions, program offerings and evolving societal needs,, in, relation 

to quality and cost. Part 2 addresses directly the request of the 

President to the Board of Regents for a statement of current planning 

assumptions, procedures, and directions. Finally, part 3 responds 

directly to the Governor's directive, in ^presenting criteria , 

procedures, and legislative language by which the State could, if it 

deems such action to be in the public interest take immediate steps'. 

to initiate reduction in the scope and' size of the university system. 

Conclusions include the following: unless artificial limits are 

placed on enrollment's, enrollments in the university -system, will 

increase tor the next 5 years; reducing significantly the scope of 

the UW system over the next decade will reduce access to educational 

opportunity for some people; and cutting the number of institutions 

or programs without reducing the numbers of students, faculty, and 

staff will not yield significant savings. A summary table is 

presented that outlines decisions and actions tha<£ would follow from 

proceeding with planning directions currently established or proposed 

versus reducing the scope of the UW system. Appended materials 

incliide data on campus finances 'and letters pertaining to the public 

policy regarding the UW system. (SW) ... 
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The Honorable Governor Patrick J. Lu9ey / 
The Honorable Fred Risser, Senate President Pro Tem 
The Honorable Norman Anderson,. Speaker of the Assembly 

Gentlemen: » 

v In response to the request contained In the Governor's letter 
to me dated January 8, 1975, a^copy of which appears as Exhibit 
#1 in the Appendix of the attached Report, I am submitting this 
report and resolution on behalf of the Bosrd of Regents of the 
University o^f Wisconsin System: 

Resolution : That, 'upon recommendation of the President 
of the System, the Board of Regents approves the 
"President's Report bo the Board of Regents in response 
to the Governor's Request on Reducing the Scope of the 
University of Wisconsin System/' dated April 18, 1975, 
as its sformal submission to the Governor; and the 
Legislature and directs the President of -the- Board to 
transmit It accordingly. 

t> *» 
The Board, calls your attention to the Statement by 
President Weaver which preceded his introduction- ofc the Report 
for Board consideration. . k 

I would also^call attention to the fact that a decision ■. 
to close down a particular campus will not produce major dollar/^ 
savings for use elsewhere In the System unless that decision 
operates to release us from -the responsibility of accommodating 
' the students and .faculty involved at locations elsewhere in the 
System. 

Given the importance of the subject matter' and at the - - 
directions of Speaker Anderson and Senate President Pro Tem 
Risser, I am having^a copy of the Report and the President s 
Statement distributed to each member of the Legislature, 



Attachments 



cc: Members of the Board af Regents 
President Weaver ^ 
Board Secretary Joseph Holt - 




J. PELISEK 
i id en t* 



Foreword 

The Repdrt beginning at page xviii was 
approved unanimously April 18, 1975 by the 
Board of Regents of the University of Wisconsin 
System. /The Report thus constitutes the official 
response to a request tendered by the Governor 
in his letter to the President of , the Board of 
Regents, January 8, 1975. ' 
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STATEMENT BY PRESIDENT JOHN C. WEAVER ♦ IN PRESENTING 

HIS REPORT' TO THE BOARD OF REGENTS IN RESPONSE TO 
■ . THE GOVERNOR'S REQUEST ON REDUCING «THE SCOPE OF THE 
UNIVERSITY OF WISCONSIN SYSTEM • 



Clarke Smith Room, Van Hise Hall 

Madison, Wisconsin 
9:00 a.m., Friday, April 18, 1975 



* • 

On October 8, 1971, In my concluding remarks to one of tWe former Boards 
of dtegertts, I observed that we stood a>t "the summit of an Institutional divide — 
a divide formed by the conclusion* of one era, the anticipation of ^another." 
I Qoted at that time,-; that : "Your University has never before feared change;* 
it nqed not fear -ft now. Indeed, if it Is to attain its rightful destiny 
— if it is, in .fact, to validate Its greatness — it must always be ready to . 
meet the demands of change with well-considered change." 

Just a bit over three years old, this Systeto of Universities has made, 
significant movfes in the direction of change/ and it has done so while coping M 
with unprecedented problems and demands. Some feel we ,have nupved too fast; 
others, that we have been too slow. . Importantly, I hope we have always been m 
well focused on our most basic responsibility, that of assuring that the reality 
and strength essential to universities Worthy of the name have been protected 
and retained.' 

Proposals for .major change often arise out of some Immediate dilemma or 
problem. The i^sue now before us," as to whether the Stat,ei of* Wisconsin wishes, • 
or is able, to oontinue its present level of \mblic university commitments 
$nd to pledge ongoing support for higher educational opportunity and the . 
advancement of knowledge emerges ili Just this fashion. There Is an ever-present 
danger of loss of perspective in attempting to deal with a question of this 
magnitude on short notice, and in an environment where current ecqnomlc 
distress can uncfuly and unwisely Influence decisions concerning the longer-range 
public interest.. * m ' „ 

The report which I ^present to you this morning reflects our staff effort 
to sp£ak truthfully,* sensitively, responsibly and responsively to the difficult 
assignment you gave^us. It is offered as a contribution toward informed public 
judgment-. We do not attempt to hide our belief In the priceless cause of 
public higher education, nor do we avoid our responsibility to answer the 
concerns tha£ have been laid before us. 

Yoy have our report, findings ^nd recommendations regarding the Governor's 
request for specific plans that, might be utilized In reducing the scope of the 
University of Wisconsin System over the decade .ahead. I respectfully recommend 
the transmission of this report to the Governor and Che State Legislature. 4 
it Is, I belfeve, 'fully responsive to t£e Initial request as well as to the 
subsequeht companion request from the President of this Board. Hopefully It 
will provide solid foundation for, rational public consideration and debate. 
Lt seeks to provide our elected representatives — the persons ultimately 
responsible for the final decision in such fundamental public policy matters N 
— jvith a clear. sYaremenr of the ooltcies.nrioriries and ronspnupnrpq Jnherpnf 



The Report I bring you is divided into three major parts, preceded by a 
Summary -and Prologue: ^ v , 

Part One discusses the implications of enrollment forecasts educational . . 
oppor^nliyfcampus sizes and minions, .program 

needs,. in jtelation-to quality ■ and^cost, thus- providing the matrix fdr any long- 
range planning effort; v ' • ** 

■ Par^Two seeks to'speak directly to the request of the President of the 
Board^T^ntVKr a-sLcement of, our" current planning assumptions , procedures . 

and 'directions „ . . ' v * , / 

'fr art Thlee. ' responds directly . to .the Governor's directive in P^enting^ 
crite ria, pfOeed ures and legislative language by which the State could, if it 
deems faction to be! in. the public interest, take immediate steps to initiate 
a reduction in the scope and size- of the University System. ^ 

This Report is not advanced' a4 an "either/or" matter; none of the 
participants In the public policy-arena can pretend to fina^Mowledge. The , 
Report is in truth, an "if/then" exposition," aimed at iir^fng the needs of 
infor^ed'judgment *Even our listing, of a decision ^genda for 8tate government 
at 32 end of the Report provides options, W not just ^the.cho ice between 
change and no change. ^ , 

jw4t emerges iri the relationships between Parts Two and Three is in- the 
Sn^o^o a dilemma: .On the one hand, we have a commitment to serve Wisconsin . 
'eft^s who seek and can profit from Kighe^ educational W^'* £t gU 
numbers, of these citizens will steadily increase, %^J^^S^vM UT 
years, and .most, likely will continue to increase, even if .at a slower rate in 
the foreseeable" years which follow. •„ 

On the other hand, we cannot serve effectively a constantly growing demand 
,for our sewlcelon the basis of static or declining real dollar resources; 
even, though, that is precisely the situation we now face. 

In the Prologue to my°- report I outline the dimensions of our current 
budgetary travail in summary detail, and. then note the magnitude of our , 
pollntiS difficulties when viewed against the even grimmer, long-range budgetary 
as umpttons it is important to g-rasp the .implica^ ions of. an e^ectat ion that 
we meec-the bulk of our program heeds over the next decade exclusively 
internaVsurgery. It is^orth noting that just fo replace the nineteen million 
doUarfin funding, eroded from <*ur supply budgets by inflation in this 
biennium would, on. this basis, require the complete elimination of wo of our . 
Smaller four-year universities or the entire fourteen campus Center System. 
To d a tic, a move as this would only allow us to stay even w th our 19 72-7 
DurcTmsine capability. 'It assumes, unrealistically , and LncLdentally , that the 
rtSttt* anHicul-ty' of those campuses would no longer , be a System responsibility, 

The immediate puBlic policy~i3Sue becomes clear, tf /e|re to- -fulfill 
our missions as historically defined, we need to be certain '""-Jjj 11 
supports those missions-, and supportjs ■ them with the full realization that 
chTc^ni be fulled ort the basis of "static "or declining resources. If we . 
' are tot an for long term fiscal austerity and retrenchment, this needs to be 
dlrectea with the complete understanding that this will require a most basic 
change in ^rectdon for the * fate o ^Wisconsin - a deliberate' decision to . 
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constrain, for fiscal reasons, the levels of access to educational opportunity 
that have historically been provided. We' also need some indication of how minor 
or major such constraints as may be erivisioned are to be. 

I obviously am not neutral^on the issue posed by this request, nor am I 
oblivious to the current fiscal dilemma. 3f this. State. I happen to believe that 
this Board's present course of action," and the state's traditional commitment ' 
to public higher education, should be .sustained.' If we face hard times now..' 
and then, we will seek to limit' our- requests to only, those things w'e consider 
to be the irreducible minimum. Economic history is not simply a story of 
unrelenting downturns. However. I am persuaded that this state will recover * " 
from its momentary distress. I am convinced that advanoed public education for 
our citizens is an essential ingredient in that recovery, as in long term 
economic growth and social improvement.. 

Let me now, state, as imply -as I know how, what I see to be the heart — 
the true essence — .of this document. In attempting this, I am fully mindful 
of^the fact that we are dealing with an enormously complex set of isjsues.' Many 
things, good and bad, have been said about universities, but no one has ever 
claimed that they are easy institutions to understand, nor that they work* 
with simple problems. In addressing ourselves professionally to the sensitive 
and tightly interwoven fabric of problems in long-rangY- planning for this ' • * 
System, we have necessarily^ pursued a variety of int&Aately involved topics, 
all of which affect our judgments and recommendations] • 

Nevertheless, and- at the cost of some oversimplification, let me set 
forth succinctly what I believe this Report says to ■ the pebple of Wisconsin.-. R 
Let me do this by first stating what it does not say. *In turn I will try my - 
hand at delineating what it does say. . y '• #- 

/ * . ' > 

The Report does not say that, the University of Wisconsin System, and its 
array of institutions, is W perfectly attuned to the task of providing the 
best possible higher educational service to the State of Wisconsin. Changes 
have been made in the last three years. Planning aimed at change and a/ia'ptal, 
is continuing. Like all dynamic institutions, we can improve, and we urgently 
seek ^improvement. ► • * ™ • ' l 

The Report does not , as some have urged .would be useful, ignore 125 years 
of history and speculate on how one would redraw the higher education map of . 
Wisconsin if he were free to start de novo. The history of our institutions — 
the youngest as well as the oldest — is closely intertwined with the histories > 
of communities,. regions, the state, the people who serve in those institutions, 
and the people they serve. We could no more abandon. this -history thart we could 
abandon the accidents of our state boundaries, the cultural and ethnic 
backgrounds of our citizens, or the places where our people concentrate j 
themselves to live and work. We have.no way of assuming the" advantage of f 
hindsight for a return to a new and sudden moment of * improved creation. Instead 
we must keep asking constantly how we can best usf now, and for tomorrow, 
the resources of people, libraries, ■ and laboratories -we now have. This is the 
Planning goal of the University System. This is a goal that seeks foresight; 
not hindsight — a foresight to carry us toward the 21st Century with a wisdom 
derived, f ro*r a careful reading of history. * 



The Report does not sky that we have reached the highest' level of 
effectiveness possible in bringing educational services of quality to the 
people of Wisconsin, We have steadily sought to become more effective. We 
would gladly invite comparison -of our record for n prodifctivity M f efficiency 
and effectiveness with the "record of any University, pv system of universities, 
* in the nation.^Jn-S^ite of this, we continue to seek and *o achieve improvements. 

The Report does not say that the choice is between the System as it now 
exists in all its details £nd a System which has been directed to reduce its 
"""scope* Our own planning assumptions and procedures, outlined in the Report, 
anticipate and call for change. They envision the possibility o£ alternation, 
phase down,, or even phase out of institutions at . any point in, time when enrollment 
^nd resource forecasts make such moves desirable or necessary. 

The' Report does not say that the choiafe is between unlimited growth in tax 
resources for the University System, and long-term fiscal austerity. We are 
acct^ely conscious of the fiscal problems that face our State government, and r 
Of the fact that unlimited access to new resources is not a realistic possibility 
fot any public institution. "Thoughtful people will differ as. to the priority to 
be assigned to higher education among the many claimants for public dollars; 
they will, indeed /even differ regarding the extent to which government* can fully 
sbpport maximum access to educational opportunity. Notwithstanding these things, 
there still is clearly a choice »- a choice between those who would join me in 
saying that strong education has built Wisconsin^ very foundation^ — that 
quality education is, indeed, still its greatest strength and asset, both for 
today anc| tomorrow-, and that we have a 'state's future at stake in keeping the \ 
opportunity far it open and fully available; and there are those who would say 
that such a goal is no longer realistically possible. It is that crucial choice 
that now hangs in the balance of public decision, and that lies at the vertex of 
this Report. ^ 
"* f \*« 

What the Report does say is that; if there is a public finding fey* the 
Legislature that resources for additional students and continued^ progress will 
"hot be, or cannot be, /or should not be, forthcoming in the next decade,' then it 
,is clear % that ^the size of the System imjst be reduced, and an unequivocal . v* 
Legislative directive must be given to the System to take such action. Obviously, 
such a finding, and such a directive,, would represent a most fateful public policy 
choice for the State of Wisconsin. * 

At 

' It is ajv almost desperately fateful choice, because of a few irrefutable facts: 

First , unless artifical constraint' is applied, enrollments in the System 
wilL continue to grow for at, least three mo,re biennia. AfteV that the possibilites 
are several:' growth may continue, or level out, or decline. But no one can. 
judge now what will occur six, tenj or fifteen years from today, unless 
restraining decisions are made now that will operate to limit access to our 
University System. * ... - , 



Second , the University of Wisconsin System cannot ~ I repeat, canno t — 
provide education of quality for more students without appropriate, compensating 
increases in resources* Our services are provided people,, for people. We 
should give fair warning, and we must continue to warn, 1 that we cannot go on 
reducing facultj/'and st?a£f ,' as well as support for instructional materials and 
equipment, and simultaneously undertake the teaching of ever-increasing numbers 
of students. To attempt such, is an inescapable proscription for irreversible 
p mediocrity. I find it hard to believe that anyone would find this an acceptable 
^ alternative. , . 

Third , it follows clearly that if our fiscal future includes no enlargment 
of our present resources, beyond provisions for salary and price increases, 
then wfe cannot 7— T repeat caniu>t — provide . educational opportunity for all of 
the Wisconsin citizens who woulcl, if permitted, seek such services. 

The matter can be stated simply. A va6t array of Task Force data, 

thoughtfully prepared and painstakingly analyzed, reveals this truth: A 

direction given now to reduce significantly the scope of the University" of 

Wisconsin System over the next decade, is also a directive to reduce access to 

educational opportunity for- some part of our people. No other consequence can 

lead from the established facts. 

^ ^™ • 

In concluding my comments, let "fife ask your indulgence to step back tor a 
few minutes from the trials of the moment in order that we may remind ourselves 
, of those things the universities of Wisconsin have meant, and might continue to - 
mean for our people. Decisions of great importance should not be taken without 
same sense of history, and in the Prologue of my Report I Speak brieflyto 
such matters * ' 

We should remind ourselves at this time that for well over a century, the 
people of Wisconsin have held certain propositions to be self-evident: 

* * 

(1) That Wisconsin's citizens should hstve ready access to higher educational 
opportunity of quality and of relevance to their purposes, interests and abilities. 

^ (2K That personal and societal need for knowledge constantly increases as 
a direct function of the complexity of society and the mounting aspirations of 
our citizens. ' 

Our unwavering confidence has been that public university education is a 
public good, and that the public investment in such endeavors is repaid to 
society many fold, and in countless ways: 

— The investment is repaid through the lives and taxes of citizens who 
realize more fully their potential for* making wise personal and civic 

# decisions, and who develop the skills needed for productive lives and 
careers. . . ' *' ■ 1 * 

* 

— The investment is repaid through the functioning of communities of 
scholars which bring the power of vibrant, useful knowledge to bear 
on the problems of people and their institutions. 

* 

— Tile investment is repaid further through the impact of knowledge on- 

. the intellectual, cultural and economic vitality of society in general. 

ERIC- , - 10 



— The investment is an expression /of the fact that what a society 
honors and values best describes its goals. Wisconsin has honored 
the search for and transmission of knowledge and, in so doing,/ has 
established a quality of life that even in the face of sacrifice t 
its" citizens have been unwilling to do without. 

These beliefs and their consequences are both present fact and matters, of 
history* The issue now before the StaT:e of Wisconsin is whether it wishes, 
or is able, to continue its adherence to these beliefs. ' 

I must now rest my_ case with you . In turn, you must, without delay, 
place our case before the people of Wisconsin. You and I, and others, who 
live d^y"by day with the destiny of our public universities, have a deep and 
abiding concern for their health — for their ability to retain their . 
longstanding traditions of intellectual pioneering for the public good. The 
people of Wisconsin have had great faith in public higher education. Above 
everything, I would covet the hofe that through the difficult days of decision 
that lie immediately ahead, the citizens of Wisconsin -will sustain that faith. 
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SUMMARY OF THR PRESIDENT 1 S' REPORT TO THE BOARD OF REGENT 
, ) * /in response to the 

GOVERNOR'S REQUEST ON REDUCING THE SCOPE OF THE UNIVERSITY OF WISCONSIN SYSTEM 
* u * 

Johii C. Weaver 

System President ^ • J 

-v "(The full Report follows the yellow pages) 

Background * . '• 

On January 8, 1975, Governor Patrick J. Lucey requested, the Board of ^gerits 
of Se University of Wisconsin System to "bri*g to him and the Leg s a jr 
mid -April "a plan for phasing out, phasing down, or consolidating institutions 
and programs.'including a statement of language 'to be i^erted into the 197 5- -7 7 
biennial budget which would authorize implementation of the plan. ;Th6 Governor 
was motivated to request such a plan by his conclusions regarding fiscal con- 
straints and enrollment trends over the next decade. 

Regent President Frank J. Pelisek asked System President John Weaver to 
conduct the necessary studies and to prepare a report with r " 0 "" men ^' i ^ a f0r 
Board consideration at a special April meeting. The document following this 
yellow Summary' constitutes that report. 

* The President's report derives from extensive research completed on short 
notice by a System Advisory. Planning Task Force and from subsequent analyses- 
by the central staff of the University of Wisconsin System. . . 

This Summary identifies the Governor's basic fiscal and- enrollment assumptions 
' and the findings and recommendations of the System President. It concludes with 
a "Decision Agenda for State Government" and references to suggested statutory 
language. ^ . , ^ 

1. ASSUMPTIONS UNDERLYING THE GOVERNOR'S REQUEST t » 

Based on the content of his January 8 letter as amplified in subsequent 
staff conversations; the following assumptions can be identified as initiating 
the Governor's conclusion that the public Interest of the State of Wisconsin 
will best be served if the present scope of the University System is reduced 
"over the next decade. 

a. In his judgment, the state's financial resources in the next 
decade will not be sufficient to sustain the present quality 

' and scope of the System since t he most the System can expect 
in additional state resourced during that period would cover 
salary adjustments and inflationary price increases only. 
(The Governor's 1975-77 budget proposal falls short of even 
that goal.) 

b. The enrollments anticipated in the next decade and beyond will 
not justify continuance of the present array of programs and 
institutions. , , 

c. Resources required beyond the levels stipulated in l.a. .which 
will be needed over the next decade to sustain quality, meet 
workload increases and support needed program changes must come 
primarily from retrenchment of base programs and institutions. 




\ / s 

In light of fiscal and enrollment uncertainties, the Governor ^as asked 
ttie System to; indicate and, tf n§ed be,, Wensifjr its current planning efforts 
aimed at accommodating a range pf future possibilities including^ the very grim 
prosj>ects in the alrove assumptions. Part Three of the Report outlines the 
criteria, procedures and statutory charge needed to implement a System res- 
ponse given | those assumptions, ^ 

The President of the Board of Regents asked that the Report t<S the Bc^ard 
include a fulljyg>lanat ion of those current planning efforts along side the 
intensificationre^uired by the Governor's assumptions. Part Two of the 

Y to this request. It makes clear that even} the present *plans 
* \ y not envision preservation of the status quo. Indeed, the 

Repo*t^a£fefds the System. an opportunity to reflect in a single document 
just how significant its efforts and intentions are in this area. 

Section- Z of this Summary (below) sets forth specific findings and 
recommendations derived from the Report and the study that preceded it. . 
Section 3 provides a "decision agenda for Wisconsin state government." 

2. FINDINGS AND RECOMMENDATIONS CONTAINED IN THIS REPORT 



. s* Finding #1; Future Enrollments 

Based on data developed by the-System Advisory Planning Tpsk .Force and 
subsequent analyses bf Central Staff, ^K^following can be said about 
enrollments: \ 

a\ Unless artificial limits are placed on enrollments, or additional 
economic barriers to enrollments are imposed, enrollments in the 
UW System will increase for the next five years and remain above 
y present levels until 1983 . s 

' b * No one can now predict that enrollments will decline after 1983. 
- Projections based on 18-year-otd population show a decline between 
1983 and 1992 (when an increase in 18 year olds is again predicted), 
but „ projections based on the proportion of each age group from 
* age 18 to age 64 new enrolled show that in 1990 enrollments wouid be 
*5 S 000 above present levels. If. the proportion of older students 
continues to increase (and it is now increasing), the System "will 
have 20 $ 000.more students in 1990 than at present. If personal, 
social or economic motivations for higher education decline sharply, 
>" * decreases could be sharp after 1983. Unless" Wisconsin's commitment 
to higher educational opportunity is to be reduced as a matter of 
public policy, the estate and UW System should plan for alternative 
possibilities after 1983 and not assume a decline. 

The^act that there may not be a decline in System enrollments in 
the next 15 years does not alter the fact that there may be declines 
in particular units of the System. The Re gent a should continue to 
guide 'enrollments to assure best utilization of budget, program 
and facility capacities in the System. 

ijc 
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Finding .#2; Impact of B udgetary, Assumptions. 
Assumptions l.a and l.c regarding additional ^J""? •JJ 6 ^ 1 ^' 

1974-75 levels or below. * 

Aside from the public policy question posed by these assumptions, 
it is i^orliant to grasp their implication for the System, tt this 
reduce-scope-to-fund-cost-increases policy were in J!gJJ" g to . 

^Q7S 77 a nd the Svstem had to phase-down or phase-out institutions to 

S H&"Jri w«sws was ■ : 

this only if students and faculties of. those campuses ceased Co be a System 
responsibility.) • ■ j 

Further if the state is unable or unwilling by reason of its priol-' 
ities to provide funding for additional students,, the Regents will bW to 
SoL beES quality and access. The prospect of serving ™>re ^udents 
every year with no additional funding to support them will ^vitaKLy |« ect 
quality. To- phase out campuses in order to have funds to teach -||Pgfg| ch 
students overlooks the fact that most of those fu^s will be needed to Iteach 
students from phased out campuses at some other location. , ■ 



Finding #3i 



ttP lat-ionshl/ ^ Educational Opportunity,. 
4 Co 



Quality and Cost 



S 



in that which remains: 

.. Thin must be limited and fewer educational options 

- provided for Wisconsin's citizens 

' v f t tiiiHnnn nr ttr~?r ama without reducing 

ai piif leant savings . * . 

Xn short, if the state ^-'^^^ 3S£ E--. 
the UW System at its P^'i^'^SdViert of students seeking 
and to do this in the presence of the bUc licy determine 

higher education, then it must also as a matter of pu p ^ 
to restrict access to educational W»2SS2m services provided, and 

Trvices^^ 
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Finding 04: The System Commitment to Cost and Quality Effectiveness 

In 1973-75 the," UW System returned $2}.<500 ,000 .to the state in 
"productivity savings" from its base budget. The System redeployed another 
$7,500,000 from lower priority programs to support higher societal and educa- 
tional priorities without additional state funding. . 

In- 1975-77 the' University System is prepared to operate under an 
austerity budget produced by economic recession at a level it has stated 
as its minimal needs in . presentations to the Joint finance Committee.- With 
this budget level , access to educational opportunity at some point in tte 
System will be maintained; every effort Ml be made to protect the quality 
of instruction, research and services by deferring- .current costs, and 
increasing, workload, Mh the hope that quality erosion repressed in 
deferred costs can be checked in a post-recession economy. 

T 

Since merget, the Regents and the System have made «cost and quality 
control a basic planning principle for the System, and initiated: program 
reviewsf phase out, phase down, and consolidation decisions; cost, 
efficiency, and quality analyses;, streamlined numerous administrative 
structures and practices as part fef long-range planning to enhance the 
quality of the $ys£em at the minimum cost feasible. These efforts will 
continue. ..: . 



Finding #5: Access and Community Resource 

The^Task Force findings on the implications for access, educational 
opportunity, and community inherent in a decision to close an institution 
are quite significant. - ^ 

.* Closing a campus *o save dollars would mean: 

m 

•.„ - A specific number of Wisconsin residents would no longer _ 
• have access to university educational opportunity historically 
. • • provided 

: - A specific Wisconsin community or region would lose the benefit 
of a combination educational and. economic resource now furnished 
by the state. 
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Finding #6: T h- Environment for Effective Long-range Planning 

Within, the constraints of successive budgetary crises biennial an4 
midyear cuts in the base budget of the System., and uBNtta^ P£" c _PS£i cy 
V^lnMnn* the Svstem and its institutions have moved to initiate cost 
effectivrand quality-effective processes of short-range and long-range 
planning and decision making. 

' mat is now most needed to enhance the capacity of the System to«J- 
, ^ m or&rluvcu to variable .enrollment experience, changing societal 

resource allocation and utilization would result. 

This" environment would not- change the Regent's commitment to selective 

faculty,, institutions and the public interest. 



F.ndln. til m **<"' 1 ™ ° £ fbl« ^« fH-.r Education for Contemporary Socletj , 

ll^l? ^Hicuu'pr^leLrparticuiarly in a period of rapid cna„ g e in 
which new problems must be expected. 

The question before Wisconin as before the nation may be stated as 
follows: 

' of rapid social change is at an all-time high? 



Finding #8: If the Governors Fiscal Assumptions Prevail, Then 
/ Phased Reductions in the Scope of ,the UW System and 
its Services £ftould be Directed by the, Legislature 

<. 

If the Legislature affirms the Governor's assumptions .about the fiscal 
expectations of the UW System in the "next decade, the question remains as to. 
"how much" reduction in scope should be directed, 

In PART THREE of this Report, the System recommends^ the criteria to be 
used in reaching certain classes of decisions on reduction in scope, the 
procedures to be followed in applying such decisions, and the legislative 
action needed *to direct such decision^/ * 

To avoid a massive crisis in orderly management and System morale, 
the recommendations in PART THREE are proposed for phased application in 
each of the three following biennia beginning with: 



a. 



b. 



In 1975-77, modification of the status quo or, if need be, 
phase out of selected higher cost^ two-year centers. 

In 1977-79, phase dam of selected four-year universities by 
vertical phase out of program units, or, if need be 
horizontal phase out of levels of instruction; or total 
phape out. & 

a. In 1979-81, phase down of base budgets of the universities and 
centers not involved in*b, and UW-Extension through phase out of 
programs, program consolidation, or cost-directed structural ^ ^ 
changes. Such phase dam would be aimed at meeting legislatively 
directed fiscal targets beyond thope possible from the 
decision* taken under a. and b. , and would assume concurrent 
reductions in educational services and in numbers of students 
to be served. , * V 

d. Concurrent and proportional reductions in administrative services 
and programs would be programmed. 

IT IS ASSUMED THAT THE LEGISLATURE COULD DIRECT NONE*, ONE, MORE THAN 
ONE, OR ALL OF THE FOREGOING STEPS IN TERMS OF ITS RESPONSE TO' THE GOVERNOR 1 S 
FISCAL ASSUMPTIONS, AND ITS JUDGMENT ABOUT THE MAGNITUDE OF THE SCOPE, REDUC- 
TIONS WHICH SHOULD BE UNDERTAKEN TO SUSTAIN THE QUALITY OF THE REMAINING 
INSTITUTIONS AND PROGRAMS WITHIN THE FISCAL AND POLICY CONSTRAINTS DIRECTED. 
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3. 



A DECISION' AGENDA FOR WISCONSIN STATE GOVERNMENT 



" The Preside^. Report to, the Regent. , ^^^ST£S^£ 
be Governor and t^Legi-Uture, co neea tooelSt.li.ed 

f^df^^^^ « ^ 

repeated in full in thi. Summary: ' \ ; 

' 1. The major public policy decision before state government is 
whether: , : . » «■ 

a It nudges the UW System's fiscal and enrollment prospects 

for the next decade to be sufficiently uncertain as to warrant 
the immediate initiation of steps designed to reduce the 
present scope and access points of that System in order to 
suseain quality with extremely limited resources. 



or 



b. It judges the public interest to be better served by a reaffir 
mation of its traditional priority commitment to Provide 
' higher educational opportunity and services of <j uallt ^° ' 
those people wishing and able to benefit from them, and affir- 
mation of the UW System's current planning approach to 
atcommodating an uncertain future, along with the resource 
requirements inherent in such an ^approach. 

It should be clear that neither judgment is aimed at >l»Pjy 
Jreservin/the status quo^ndThat *he '-^ """j**™" be 
relied upojn by; the System in Implementing either approach. 

A reaffirmation of b.^above would be consistent with the basic- 
assumption from which the University System planning is . . . 
administered by the Board of Regents. 

Confirmatidn of the decision under a. above to reduce selectively 
rte .cote or the System and the scope of its programs and services 
would be consistent with the fiscal assumptions leading to the 
Governor's request to the Board of Regents. „ 

One alternative to the foregoing ch olca ^^^Lw^lt^staUc 
direct maintenance of the sco^pe of services together with sta le 
resource, by levering the quality of those service s £f 
rpiprted-bv the Regents as wholly contrary to the public interest. 
Access to edition or services of low quality would be a delusion 
rather than an opportunity for Wisconsin people. 

the implications of the public policy choices "be made by state 
government, can be summarized in the c61umns which follow. 
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DECISIONS AND ACTIONS WHICH WOULD 
FOLLOW FROM UW SYSTEM'S ASSUMPTIONS 



DECISIONS AND ACTIONS WHICH WOULD 
FOLLOW FROM GOVERNOR'S ASSUMPTIONS 



Reaffirmation of a corrmitment t& educa- 
tional opportunity *of quality for. those 
wishing and able to benefit implies: 

1. The Regents should proceed vjpth 

planning directions now established 
and those proposed. Those estab- 
lished include: H fc 

a. Rigorous application of the 
principles that all programs . 
must meet tests of^ quality, 
* productivity, responsiveness 
to societal need, cost-effec- 
tiveness, and as appropriate 
centrality to the basic mission 
and purpose of higher education. 

« Continuous audit and review of 
> ' all existing programs on the 
basis of these standards. « 

c. Elimination or alteration of 
, low priority programs to 
reallocate resources to higher 
priority goals* 



d. 



Rigorous scrutiny" of all neV 
programs on th6 basis of 
criteria established. 

Application of cost and quality 
effective practices including: 



f. 



(1) Interinstitutional Resource 
sharing through consortia. 

(2) Consolidation of small - 
program units to reduce 
overhead. 

(3) Continuous institutional 
review pf low enrollment 
courses and programs* 

Enhance institutional vitality 
through appropriate faculty 
and staff development programs 
and practices/ 



Decision to reduce selectively the scope 
of opportunity and services to constrain 
or reduce resource requirements implies: 

* . o 

« % 

1. The legislature should dirett the 
Regents to reduce the scope of the 
System, and the scope of its programs 
and services' in selective and phased 
ways designed to damage least the 
public interest as a whole. 

2. The first e step In such directed 
f reduction to be initiated" )>y 

1977 should be: 

- Phase' out or alternative 
educational use for Centers not 
meeting Regent-established criteria. 
As many as three Centers would f«e 
this possibility. ^ 

- If the- goal is to reduce the v 
8 cope of the, System in order \ 
to free up pub-lie dollars i 
in to to , then it would followj 
that the directive should be 

to phase out selected Centers. 



3. The second step In such directed 

reduction, to be implemented bf 1979, 
should be to phase down or phase out 
selected four-year campuses chosen 
ton the basis of the Regents 9 criteria. 

- If the purpose of < such direction 
ier to free up dollars, it should 

*: be understood that such phase down 
* or phase out would "be accompanied 
* by reductions in the scope of 

educational services and opportunities 
provided for* Wisconsin 
( • 

- Phase out of a four-yejfr campus 
should not be directed* without 
prior or- concurrent pmase outfof 
geographically proximate two* year 
Centers. 
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DECISIONS" AND ACTIONS 
U.W. SYSTEM CURRENT ASSUMFEluwa 

Seek mveetmeofln inooyetlon. 

eniAlitv and cost-effective 
- SaS of providing .4UOC100.1 
' services . 
2. Those proposed Include: ^ 
EstabllsWt of a fo«r.ye.r 

planning front for all 
tiona specifying enrollment, 
• fiscal/and performance targets, 
with an annual update. 

b. Application of <* 8t - si ^ l ^L, 
criteria to Centers notedin-^Part 
rUrTand alteration^ o*j£* out\ 
those not meeting criteria. | 

n Aoolication of planning to 

C * X the scope of universities 
over a four-year period in 
SEh enrolment and fvscaL tar- 
gets require such reduction to 
maintain quality. 

d . Support for studies lead^g to 
possible consolidation of 
UW-Superior and UM-Duluth. 
' e. intensified joint planning with 
VIAE on resource sharing. 

£ . Strengthen existing coortrtift 
and expand such arrangements. 

g. Strengthen international 
8 planning with independent 
colleges and universities,. 

' h Systemwide enhancement of 
h ' institutional program audit 
and review actions by 
lateral audit and review of 
. rtriiceted and specialized 
program* • 

3. The Regent, a* ^t-t.te govern- 

% ment support d cve J°^ f ° f Ltive 

7 better environment for « * e "t 
' / long-range planning including. 

- ' Mare stable understandings on^ 
the base for the resource ^ 
expectations of the System.^ 
includingdevelopjenj sjjffcjr- 

tion actions- 

. y - 



' DECISIONS & ACTIONS 
GO^RNOR'S assumptions 

Is *. 
The third step in such directed 
reduction, to be Implemented by 
1981, would be to accomplish a 
reduction in the base budget 
requirements of the System 

^^irsr^ 

. 000 out consolidation, or s" uw ^ 

It program 1" 
„«t effected by 2. and' 3. foregoing, 

UW-Extension. 

.... Such reductions won";*; th _ 
accompahied by reduction in the 
scope of opportunity and service, 
provided, including number, of 
students served. 

- counted against the fiscal, K 
tareets for such reduction in 
sco?e would be the reallocation. 

achieved by the ^"^Sinou. 
between 1975-79 through <»ntinous 
program audit and review activity. 

5 A concurrent step in all directed • 
reductions directed. 

reduction or the Step 

STSSS-. 5 ^e reduction in 
opportunity and services to be 
achieved. 

7 it should be undertood that clositfg 
7 * Institution, and program, to achiSv 
con.tr.int. ^^ c ; e P d er to ° d 
uhM enrollment, are expecteo to 
£creaae would probably require the 
Regent, to establish enrollment* 
limitations for the remaining 

resource. ffSSu - *>»* 1 " 



Y • 

DECISIONS AND. ACTIONS 
U.W. SYSTEM CURRENT ASSUMPTIONS 

ab. More lead time on reductions 
In base*resources when these 
' are Indicated as fiscal planning 
goals to permit effective staff 
and program contractions . \ 
\ 

c. More attefition to the^cost-beneflt 
Implications of studies and 
analyses requested or* required 
to reduce costly administrative 
overhead. k - N » 



DECISIONS & ACTIONS 

GOVERNOR ' S ASSUMPTIONS 

. . ,, ^ . / 

THE DRAFT STAIUTORY LANGUAGE WHICH COULD 
BE -USED IF THE LEGISLATURE AFFIFMS THE 
GOVERNOR'S ASSUMPTIONS AND MANDATES ONE 
OR MDRE OF THE ABOVE STEPS APPEARS IN 
"THE PRESIDENT'S REPORT AT THE FOLLOWING 
LOCATIONS: " 

•Page 24: Item C (Centers) 

Pages 26-27: - Item C (Univ. Cluster) 

Page 30, Item C (Others) 



The Regents and the UW System understand that affirmation of Wisconsin s 
historic commitment to higher educational opportunity does not and cannot' 
commit the state to a particular level of spending which might be required tn the 
future to implement fully that goal. They understand the impact of current 
recesiion and the potential of an uncertain economic future on the ability 
of the state to realize all desirable goals v | * 

The Regents and the University System ask only that changes in public policy , 
goals for higher education nbt be superimposed upon fiscal constraints without 
public debate and an informed decision, and that if fiscal determinations 
dictate constraint upon educational opportunity, the steps needed to reduce 
the scope of the University's programs and services in order^ to sustain tne 
quality of that which r.emains be openly understood. f 
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PRESIDENT'S. REPORT TO THE BOARD OK REGENTS ' 

in response to the - ; 

GOVERNOR'S REQUEST ON REDUCING THfi SCOPE OF THE^WIVERSlTO OF WISCONSIN SYSTEM 

John c. Weaver n 
System* President » 

* ^ April 18, 19*75 

^ 

* i ♦ , * 

j "pr trtTo G U 42 



g 4 President's report on a matter as serious -as this should begin 
unth reoogntvon of the fact that the University of Wisconsin .System - 
as tt now extsts, embodte.s and expresses the belief of this State over 
the years: * . 6 ' 

- That its citizens shoulfl have ready access to educational 
opportunity of quality relevant* to their purposes, 
tnterests and abilities, and 

' ~ V 

- That personal and societal need for knowledge increases 
oomtantly as' a function of the complexity and aspirations 
of American society. 



This belief statej^tfxai public university education is a. public good 
and that public investment in such education, representing about half 
the System's present budget, is repaid to society many times over: 



* * * . • 4" 

-The investment is repaiji through the lives and taxes of / \ * 
.citizens who realize more fully their potential for rpaking , 
wise persohal and civic nhoic$b 3 and develop skills needed 
for productive lives and careers + 

- The investment is repaid through the nourishing of 
scholarly communities where ^the knowledge needed to 
unli&rstand and address problems can be found, organized 

» and made available to the public 

\ 

• The investment is repaid further t through the iftrpacb of 

knowledge on the intellectual, cultural and" economic 
^vitality of society generally 

- Tne tnvestment ,ts an expression of tne fact that what a' 
society honors and values describes best its goals. Wisconsin 

has honored the search for knowledge and, in 'so doing, Has h 
spoken to the quality of life sought by the state and its 
citizens * . 

Tnese beliefs and their c&psequencev are masters vf history. The 
issue now before the State of Wisconsin is whether or not it wishes or is able 
to continue its present priority commitment and historical rate of., 
support to university educational opportunity dnd y to the advancement 
of knowledge,; 
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The twin probletns of an austere budget prospect for 1975-77 and a 
^requirement to provide recommendations for reducing the scope ^of 
the Sjstem over the next decade present us fHth a serious dilemma. 
1+3 dimensions can he stated briefly: ■ 0 . 

—Fdr 1973-75 the System was directed to \ 6ut its ba$e budget 
• ■ by $21,500,000 rand did so; it funded Mother $7.5 million , 

* . > erf item needs by base reallocation rather thanyse.ek n$w 

funds \ . - 

- For 1975-77, under the Governor's proposed budget, 
the System is asked to absorb $ 19,000,000 in price 
increases due to inflation, to cut its bd$e budget % 
for existing programs by anQthelTl9,700,QQ0 , to cut . 
another $6,000,000 in state support for graduate and 

adult education programs and replace it with fee >. 
increases and lastly, to teach 6 M 000"more students . 
without any additional funding. 1 \ • 

* - : For 1975-85 and beyond we have been advised by the 

Governor we can expept no additional state ^funding 
tityond that necessary jtor employee compensation 
adjustments and price increases, at best . It is the 
Governor's judgment that this will leave us little 
choice but to reduce the scope of the System vn r 
order to protect the quality of what remains and 
to cover other cost increases through redeployment 
of base funds. ^ 

The magnitude of the dilemma posed by these prospects is awesome. 
The Governor '$ fiscal assumptions for the next decade have staggering 
implications. The fact that even those assumptions are not reflected 
in m the 1975-77 budget (e.g. there is no provision for the bulk o£ our- 
inflationary losses) suggests it may even be worse. To underline the 
implications of a freduce-the-scope to cover cost increases (rather than 
seeking additional state funding in the traditional manner), consider 
for v a moment what it would take in the way of campus closings just to 
make up this biennium 9 s $19 million inflationary loss: 

• -This would re quire Campus reductions or eliminations 
equivalent to the entire state- funded budgei^of two 
four~year universities or of all 14 two-year&ampuses* 
just to stay even. (And that assumes, unrealistically , 
that the students and faculty of those -campuses would 
no longer be a responsibility of the System. I 

Our studies phow that for each institution thus closed for purposes of 
saving dollars 

- A specific number of Wisconsin residents would no longer 

" iiave access to university educational opportunity historically 
assured them 

- A specific Wiscohsin community and region would lose the benefit 
of a combination educational and economic resource now furnished 
by the state. • v 
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'our studies also indicate that the current methodologies fr*^**** ^ 
future' enrollment levels are not adequate .for addressing scope reduction . . 
a^iZ eSZing beyond the next four years Thus tl^o f the 
true that we will face 'increasing enrollments through the ^^{f 1 *.' 
WO'sTbut it is altogether possible that we will face increase* (rather, 
than modest declines) in the-W80's as well. > 

a ' ..." 
The problems posed by the Governor's fiscal assumptions takes on a 
varticuT^rty serious character when one realizes that the ma ^ de ?f, k . • 
ZsouTces thai, must be generated exceed those possible ' through improved 

• "efficiency." At issue is our ability to respond to the need for a 
g/ver S of educational services of quality in ^^th^sent 
Expectations of the state. Our present budgetary condition and 
prospect of continued retrenchment have already brought us tc ih x point 
IneZ reducing services and people served are the ^JT^&g* ™* 
up 'significant base resources for % redeployment to sustain quality. 

'This Revort is not advanced as an "either/or" proposition; none of the 
P^t^pZts in the public policy arena can pretend to f^.^.^ 
P ZleTo?t is more of an "if/then" exposition aimed at assuring informed 
judgment by our elected representatives. 

^^^^^ 

Tf relied upon to modify the character of our planning, become conclusions. 

J2r t yj^uffi<Hent inte^lh-ger^evated resales to susta^ auaMy of 
services in those remaining. 

But if directives are issued now to reduce the solpe of the s y stm °™ r J h * 

on ^ part of tne state to provide resources needed to make tms possible. 

\ a ¥ha R-nort makes clear, the latter assumption's are not iterated in a simple ^ 

hence. Such conclusions would represent a major change in zne ex? 
Wisconsin has -up to now told for its public university system. 
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The dilerrma nee da resolution .* It needs a perspective that reached ^ 
beyond our current economic uncertainty, and senses tJ^e long term impact 
of an altered priority and commitment to higter education. 

IF it is the judgment of state government that the University of • 
Wisconsin should now commence to -reduce its scope as the only means -by 
which ^ne quality and services of the remaining institutions can be 
sustained* this needs to be clearly stated and directed as a matter of 
revised public policy . * '& 

While > as Regents and educators* we might disagree with the wisdom of 
such a choice j wp would b<* bound by legislative mandate to implement 
it 3 Part Three of this Report outlines the criteria and procedures by 
which we would suggest to approach such a task if prescribed. <> 

IF, on the oth&b hand, it is the judgment of state government that the 
levels of access and quality historically provided should continue to 
be sought and supported by the ptate and the System, this needs to be 
reaffirmed and resources committed to this end as needed. 

The Regents .and the System have made significant strides since merger*' 
Send are well along on a Syetemride planning and program review effort 
of unprecedented $cale. This has been accomplished in spite of equally 
unprecedented 'budgetary constraints and* fiscal emergencies oh selected 
campuses. Current System planning efforts will* under less crisis- 
ridden conditions and some longer-term resource expectations M lead to_ 
changes in the status of a number of institutions to adapt on d properly- 
Phased basis to 'changing "conditions and expectations in society. Part 
Two of this report outlines* the character and direction of our current 
approach to long-range planning and adjustment: Essentially the same 
criteria as found in Part. Three would be utilized; the major difference 
is that we do not conclude the inevitability or immediacy of outcome 

which the Goveigor does. 
# 

This Report haa been prepared in reaponae to both Regent and ' nubernhtortal 
directivea and in the apirit of laying the public policy choices clearly 
before the people- of thia atate and their elected repreaentatives . The 
deciaiona they rtoke are ofthegreateaiconaequence for the future of 
Wi8conain and via public univeraity ayatem. 
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PART ONE: THE CONTEXT FOR LONG-RANGE PLANNING 



±- PART ONE "summarizes five perspectives on the demographic and educational 

$ context essential (a) to understand long-range planning in the University 
i of Wisconsin System, and (b) %o assess the implications of the Governor's 
long-range assumptions for the System. 



i The basic materials for PART ONE are drawn from the report of the System 

| ' Advisory Planning Task Force. The "findings and conclusions"' are those of 

1 1 the President oj the System. 

% (The Governor's January 8th request appears as Exhibit A and President 

| Peiisek's charge to President Weaver appears as Exhibit B in the^ Append ices.) 



Perspective M : L ONG-RANG E ENROLL ME NT PROJECTION ALTERNATIVES 



i As indicated in the summary and on page 19, a key assumption in the 

\ Governor's directive was based on projections of an eventual peaking of enroll- 
t ment growth and the prospect of a post-peak decline. The projections relied 
* upon were those prepared by the UW System to guide short-term budget decisions 
4 and longer-term facilities construction* decisions. Up to now such projections 
were based primarily on birth rates and 13 year old age pools. 

While there are more and less conservative approaches one could use in 

. 7 making long-range enrollment projections, it does appear proper that the recent 
phenomenon of increasing numbers of older age groups entering or returning to 
universities be taken into account in considering the Governor's request. 

The graph on the following page identifies four possible outcomes in pro- 
jecting enrollments for the next decade and beyond: 

Line A represents the traditionally-based pr ojectio ns upon which the 
Governor relied in reaching his conclusions 

Line B represents a combination of the traditional birth rate/18 year old 
age pool methodology (Line A) and the effect if only the present 
percentage of age groups beyond 18 now enrolled continue to enroll 
in the years ahead. * 

Line C represents the Line B methodology adjusted to reflect- an increasing 
proportion of the age groups 'beyond 18 enrolling; the rate of 
increase is an extrapolation of the actual rate experienced in the 
last four years. 

Line D represents the most conservative methodology one could apply and is 
as yet not verified. It assumes a major impact from declining 
economic advantage for college and universi ty graduates. 

(See Appendix, Exhibit 5 for Supporting Data) 
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UNIVERSITY Or WISCONSIN SYSTEM 
ACTUAL AND PROJECTED ENROLLMENTS 



ACTUAL PROJECTED (Pour Possible OutcoMi) 




There, are "intervening variables" which could affect any of these projec 
tions: 

- Steps taken by government to increase or decreas e the proportion 
of total cost of higher education borne b v the students 

-Changes in social motivations for higher education reflecting 
values attached to advanced education by the public *nd students 
of all ages » ^ 

^Changes in the economic motivations f oj/ seeking higher education 
reflecting changes in actual or perceived economic gain from such 
education ' 

- Steps by state government which require the U.W. System to 1, 1 ml t - 
a dmission to higher .education in order to hold dowu^oblic costs 
wliile protecting the quality of educational services ^ ^ 

- Growth of Altgfnatlvfes to university-based postsecondary education- 
including vocational-technical, private and proprietary institutions 
or forms of teaching and learning external to the campuses 



Additional References : Task Force Book I, pp. 1-2 to 4 

27 



/ 

"^ w^. Filings and Concl us ions on Enrollment Projections 
fhe current methodologies for projecting Enrollments were designed to serve 

enrolled proportions (Line B on previous grapnl. 

» would be snort-signte.d to assume in a sooUt y °JJ™™%™%£ * 
fied to reflect a more likely range of possible outcomes. 



productive. , ■ 

Xs enrollments in public universities expanded, public support expanded also The 
as enrriimeuuo j. v . of erowth In the number of students, 

public System became expensive, mostly because or growcn « u 

>th in the nation and 'bel o w the national | average in tax support 



It is only 2 5 1 



Lted 



T^r 'the Instruction of each student. Nevertheless its universities have me rt 

After decades of growth supported by the state, can the' UW ^stem provide 
educational opportunity of good quality for the increasing enrollments P^cted 
for tne next five *ar» on the basis of. static or declining 8 tate s upp Th e 
System Planning Task^ Force found this to be clearly impossible. After |a base 
budg't retrenchment of $21,500,000 in 1973-75, and an erosion of P«"h«>g 
power due to inflation of $19,000,000, the System now faces serious erosion of 
tv in the btennium just ahead. The signs of erosion are- not myste rious 
1-1^1^^ faculty; less counselling and advising 

^r^dt^sT^oTelcent equipment; substitution of demonstrations for hands-on 
laboratory work; lack of access to the best of current schoLarly writing. All 
of these signs of erosion will be magnified if the universities seek to absorb 
project^ enrollment increases with fewer staff and less teaching materials. 

Pmo U which follows provides graphic insight into our currently .increasing gap 
herein enrollments and declining real dollar state GPR support. (It - 
. also appears as Exhibit 6 in the Appendix. • 
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OlW. HEAD-COUNT ENROLLMENTS 1953-1974 
U.W. GPR APPROPRIATIONS* (IN 1953 DOLLARS) 1953-1974 
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* Excluding Fringe Benefits. u>. 
** Students in Thousands, Dollars in Millions. 
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1975 



srw: s mSts rr,.r c - 

t- n «!hortaees of teaching equipment and supplies in oraer to P l 

Section D; Chapter. VIII, p. 2 



the foliating cm be said about maintaining both, as the Governor s 



urges : 
(a) 



lass denude) to'provide semnees of quality to existing ana 
' SdUioJt stents and to fund fixed cost ' and staff compensation 

chmges. » . 



Perspective #3; 
1* 



le Task Force Report properly notes that per-student costs tend to rise 
rapidly on a campus- with declining enrollments because . f ixe d jests for. 
the campus and incremental costs for sustaining its current mission breadth 
cannot be reduced in proportion to, nor with the • immediacy of, the reduction 
in students being served. * 

The minimum size at which a campus can be both cost ^quality «f fective. 
cannot* be 'calculated definitively and, assuming that thgstate wishes to 
"sustain both present access points and campuses o varying size has to be 
relative. Cost experience within the System and in other states does tend 
to suggest the following generalizations: . 



a . 
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A multi-purpose university with a limited, range of first level 
graduate work in addition to a reasonably broad »«J»JJ5J a *JJ" 
curriculum can be cost and quality effective with 5,000 PTE to 
7,000 FTE students. 

With a reduced range of undergraduate and perhaps one or two 
* graduate programs of ah umbrella variety a multi-purpose univer- 
sity can still remain cost and quality -effective with 3,000 
to 4,000 FTE students. 
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c. A relatively limited purpose, four-year college can be cost and 
quality effective with 2,000 FTE to 3,000 FTE students. 

d. A limited purpose two-year campus providing resident instruction 
can be cost >and quality effective with a minimum of from 250 FTE 
to 350 FTE students. 

Additional References: Task Force, Book I, Chapter II, pp. Chapter IV, 

Section E. - , ' t 



President 9 8 Findings and Conclusions : Assuming that, even in^ a period of - 
continued enrollment growth for the System, some campuses may ' experience 
enrollment decline, two actions would be necessary given limited resources: 

c * * 

(a) A four-year campus' facing declining enrollments must initiate reductions 
in the breadth of its mission, the range of its programs- and the 
complexity of vts organization in order to remain both cost and 
quality effective. \ 

(b) To facilitate such adaptation of mis&ions and programs, a octopus % 
must be. able to effect changes in an environment where four-year 
expectations of resources and enrollments are carefully designed, 
managed and assured. Anything less will only elicit crvsvs responses^ 
and otl^er actions which do not promise either cost or quality effective- 
ness. . . 



Perspective H4 : Tff f INTERRELATIONSHIP OF ACADEMIC PROGRAM S IZE. QUALITY 

AND COST 

The Task Force pursued an investigation of the interrelations of academic 
program size, quality and cost because of the frequent concern expressed over 
"unnecessary" program duplication. It is important to recall that program 
duplication is both proper and natural in a multir-campus system of universities. 
Indeed, the core missions of the various institutional clusters represent an. 
expectation that certain programs must and will be made available, (i.e. 
duplicated) in all institutions. 

The problem arises when an academic program either in, the basic curricular 
offerings or in the special or select mission emphasis of a campus has a 
relatively small number of majors. The problem is accentuated when the 
academic program Is a particularly costly one even with -capacity usage, or 
when it is one of a limited number in the System and has considerably less 
utilization than its counterparts elsewhere. 
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President's Findings and Conclusions : ^ - 

(a) Any university's mission in maintaining the basic disciplines appropriate 
to its core mis sion,\ nourishing our cultural hervtage and in advancing 
the frontiers of knowledge will: require some programs, which may not be* 
cost effective at particular times vn terms of numbers of students, but 
which must be present and be quality effective. They must be sustained. 

(b) Because faculty for a* program with few majors may, in fact, carry d 
much heavier "service load" in support of other majors, or be drqpn 
from faculty hired primarily or jointly for other majors^ (as a more 
productive technique) , the judgment that a given academic program may 

be "too small to be cost effective" must be examined with particularity *■ 
(i.e. not in isolation) . 

(c) Graduate programs cannot* always be viewed independent of undergraduate • 
programs or of related institutional missions (e.g. research). 



Academic programs with few majors should continue to be 

examined 'relative, to their quality and cost effectiveness. If quality 



(d) Conclusion: 



cannot be maintained at reasonable cost and if the program is not 
intrinsic to the core, mission of the institution, the campus should 
initiate its phase-out. 

B" — " ' . 

\ 

Pe rspective IE : UNIVE RSITIES AND THE CHANGING NEEDS OF SOCIETY 

The fifth and final perspective, comprising the Context for long-range 
plannir*& in the University System suggests that societies facing complex 
problems "have an increased need (rather than a diminished need) for expanding 
their knowledge base and equipping their citizens with advanced education . 

it Ls conceivable that reducing the scope of an advanced knowledge net- 
work (the universities) in response to current economic dif f iculties fe may 
serve to prolong and intensify- the problem rather than help to solve it. 
In a word, there is considerable evidence to suggest that such a step would 
be "counter-productive. " - " 

* 

It is our experience that the >rapid growth in societal need for know- 
ledge and knowledge workers and the rapid change in the complexity and scope 
of the knowledge relevant and responsive to that need.create intense 
pressure for change in: teaching and learnirig methods; organization and 
focus 'of curricula; adaptation and focus in research and scholarly activity 
and new 'efforts at the rapid dissemination of knowledge tb affected persons 
and groups. In shorp, universities In the next two decades must remain 
Intellectually rigorous and curricularly responsive in meeting the changing 
needs of 'society. Adaptation does not imply loss of the essence of a true 

unive rsity a pjubllg uni versity .is sc h olarly energy devoted to the public 

good. Tits ideas and it s splr.it must be free, but it» cannbt ignore the 
chang ing needlT~oT thq soc iety which charters it . 
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Effective change in universities is more . 'evolutionary than 
revolutionary. It is better encouraged, than mandated. It is, a % 
function of long-range planning and incentives, not short-range constraints 
and excisions/ Some argue that universities never change or that they 
change only when threatened; both views reflect impatience rather than 
fact. o 

Additional References:* Task Force, Book I; Chapter II, Prologue; CKScpt^r V, 
* Section D. 



President 9 8 Findings and Conclusions : The Regents of the merged system have 
sought 9 to fashion a planning environment which facilitates adaptation and 
change within the System. ' 

(a) It is out* conviction thqt the incentives for change (and thus change 
itself) have been diminished by public policy which mandates and 
extracts "savings' 9 in 'advance. , 

(b) Effective efforts by the University System to sustain quality and 
access while reducing costs for existing programs should be rewarded 
by allocation of resources thus assembled to ^support of educational 
changes needed by society. ' 

(a) At the- same time, the state must from time to time be willing to 
invest additional funds in the 'University System quite unrelated to 
fixed cost and workload items. It tnusfbe willing to invest in 
research, in the development of new educational delivery systems 
and in other new ventures which must he proved before old ways are » - 
set aside or modified. • - ■ . . 

, 1 i) . . • 



NOTE : Another perspective (economic impact of campus closing on its 

host community or region) was furnished just prior to preparation 
of this report. It is Book III of tKe Task Force % reportsi^cmd a 
summary appears as Exhibit ? in ike Appendix to this report. r . 
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•PART TWO: PRESENT LONG-RANGE PLANNING ASSUMPTIONS 
, OPERATING IN THE U.W. SYSTEM 

f 

A. Introduction * • ■ t 

PART TWO responds to the expectation of Board President Pelisek (see letter 
of March 28, 1975, Exhibit, Appendix) and of the System President that the 
Governor's request and his assumptions concerning long-range planning • . . 
the System should be examined by state government and the public in relations nip 
to the present planning assumptions .and efforts of the U.W. System itself. ^ 

• In this way the people of Wisconsin and, their •Jf°^J^^^J an 
best judqe whether the present public policy assumptions of the U.W. System 
merit support, or should be now changed by directives from state government to 
- reduce the scope of the System in specified ways. 

As the basis Ibr such a judgment, the University of .Wisconsin System in 
PART TWO states the long-range planning assumptions it is currently using and 
recommends as wise public policy for Wisconsin. The present activities to 
implement these assumptions 'are set forth briefly, together with some suggestions 
for establishing a more effective planning relationship with state gdvernment. 
The fiscal implications of the present assumptions and suggested improvements 
are stated along with the type of legislative action which would best undergird 
this approach. 4 

B. Present Planning Assumptions of the U.W. System o 

1. TheT[.W. System believes that' it is wise public policy for the State 
of Wisconsin to continue to seek maximum feasible access for Wisconsin 
citizens to higher educational opportunity of good quality, and to the 
public benefits which flow from the " advancement of knowledge. 

2. The System assumes that the maintenance of such access and quality 
requires continuing an array of institutions sufficient to assure: 

(a) Access to instructional environments of varying size, purpose, 
and complexity; 

(b) Regional service to commuter populations and to enhancement of 
the intellectual, cultural, and^conomic life of regions of the 

' state; W 

(c) Focused attention to the needs of urban populations arid the 
problems of urbanization; 

(d) Enhancement of the research, 'and graduate and advanced professional 
instruction which assists Wisconsin and .the nation in the advance- 
ment of learning, address 'to societal problems, and preparation for 
the future; 

-(e) Enhanced effort to make resources of knowledge and instruction 
available to Wisconsin citizens and agencies. 
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3. The S^tem assume^ 'responsibility to achieve provision of such services 
for the people oJT^fisconsin at the lowest feasible cost consiste nt with 
good quality- * Jo this end, tftie System has initiated and will intensify 
efforts to phase oufrr phase down, *or otherwise change institutions and 
programs which faii to metet reasonable performance expectations in 
terms of costs, productivity, quality, responsiveness to societal need, 
or mission centrality, and to transfer resources from lower priority effort 
however meritorious, to higher priority efforts requiring such resources. 

4. The System. assumes that effective long-range planning, and effective* 
management of fiscal, human, and physical resources are prerequisites 
for efficient and productive performance. 

C. Present Processes to Control Coata While Being Resp onsive to Societal Needa 

It needs to be emphasized that 'during the period of crisis, management of the 
last four years, now projected* into the coming biennium, the University System 
and its institutions have moved on multiple fronts to strengthen their planning, 
management of coats, and adaptation to emerging societal needs. 

* —» 

These achievements, realized under conditions of maximum fiscal uncertainty 
and uncertainty as to public policy concerning higher education, underline the 
fact that the System and its institutions have sought to create an environment 
within the" System conducive to effective plan ning, productivity, and resource 
management . If this Initiative for planning and educational performance could 
be reinforced by more stable public policy and fiscal relationships with state 
/ government, major benefits to the state would follow. 

A quick summary of what has been accomplished by the System and its 

institutions to this time follows: 

s » 

1. Core missions have been established for each of the three clusters 
of institutions in the System, and select or special miaaions io£° 
each 'institution. s 

' 2. Each institution has carried out a "zero base" review of fill its' 
instructional and support activities. In addition to meeting 
productivity requirements placed by the State, tihrough phase out 
or phase down of low priority activities, institutions have reallocated 
some $7.5 million from lower priority activities to higher priority 
programs more responsive to current societal need. It should be noted, 
that significant reallocations of base funds between institutions have 
been x implemented to target available resources for instructional needs: 
$1.5 million has been reallocated from developing institutions^^ the 
1 Center System to other institutions in the University Cluster. " 

3. Rigorous review of all new program proposals has been established; 
only programs meeting the most severe tests at the school /col lege, 
institutional and System levels are ijow brought to the Regents for 
first reading, final discussion, and action. While the initiative of 
* faculty to respond to societal need through" progratnnatic change will 
continue to be emphasized, the reconciliation of such proposals with 
their cost implications imposes limitations on System ability to accede 
' to such revests. 1 
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10. 
11. 



" a , « «f All master's and specialist programs havvbeen 
will be reviewed, again in 1975-76. 

a ,«« and reviews of all doctoral and undergraduate programs, and 

nave completed f^rst round audit and review in 1976. 

All campuses now have in place procedures for continuing audit and 
and review of all academic programs. 

exaBlaationa'of "^^.fS^*^^... 0 " ■ 

Business Administration Teach er - ehenaive Taak 

Programs, Women s Studies, * n ^X as have been received by the Regents 
^^^.^ bylSarS Central staff for application to 
planning decisions. Svatem have been completed and 

rules are nearlng completion. 



12. ^operatio,. a»d coordWloa»U„ ^££2£ZS£Z££Zt ha. " 
SSSJSS a^Wr-t^ulir StSSSLl cooperaUoa be t «en the 

£££"L. l^m^UnSfl^r the futut, of hi 8 her edacatUaal 
* opportunity in northwestern Wisconsin. * 
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13. integration of planning effort with Wisconsin agencies having 
involvement in educational policy formulation has been upgraded. 
Among those units and agencies of state government with which^an / 
increased iev4Lof interact*©* has been beneficial are: WBVTAE 
(Wisconsin Bolrd of Vocational, Technical and Adult Education) ; 
Educational Communications Board; the Higher Educational Aids Board, 

, the State Manpower Council; and the Wisconsin, Environmental Education 
Council. x • w • 

14. Reviews of pre-merger policy statements involving ^e following are 
underway and at various stages of completion: Student Disciplinary 
Guidelines; Graduate Guidelines (Chapter 37); and Educational Code 
and percent Limitation by Rank Policy (Chapter 37) . 

15. An Academic Planning Statement Series has been inaugurated with two 
statements now approved by the Board and two more to be presented 
for first reading in April, 1975: 

ACPS-1, University of Wisconsin Planning Principles. (Approved) >. 
ACPS-2,'lhe Application of Job Market and Placemeij^ Information 

to Academic Planning. (Approved)- 
-ACPS- 3, Faculty Development and Renewal: An Issue for the 1970 s 

and Beyond. (First reading, April, 1975) 
ACPS-4, Academic Year Definition and Assorted Derivatives. (First 

reading, April, 1975) t 

16. To facilitate the flow of information between the Institutions and 
the Office of the Senior Vice President for Academic Affairs, ar. 
Academic Informational Series was initiated. Two papers have been 
distributed to the JSys tern to dafe: 

ACIS-1 Academic Program^Guidelines 

ACIS-2*. Policy Regarding Offering of Undergraduate and Graduate, and 
Other Instructional Programs Beyond the Boundaries of the 
State by UW System Units# 

17. Special academic program analyses have been completed in the areas 
of Law and Criminal Justice in* connection with long-range planning 
of the System. , , J 

Further plann^ atana pro p ped bv the U.W. System to strengthen efficient 
manaeement of resources and edu cational performance 

1. A recommendation to strengthen performance and development of regional 
consortia: 

> 

a Observing the effective performance of the voluntary association 
developed by the West Central Wisconsin, Consortium (WCWC) , the 
Regents should now move to identify this organization as a 
continuing structure for planning, coordination, resource sharing, 
and program review in the West Central Wisconsin region. 
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b. Specifically, membership in WCWC should be a ^^"^f 

obligation of the universities now involved, with flexibility 
for additional membership -as the Consortium may approve - The 
Consortium should be given responsibility for regional academic 
planning and should bring to the Regents, via the President 
^ on behalf of its member institutions, proposals on program 
- consolidation, phase out, or initiation, as well as P"P°^ls 
on shared siipport service and support service consolidations. 
In recognition of the regional planning effort, Central * 
. Administration wili place increased weight on the majority 
recommendations of the Consortium. If the System's proposal 
on establishing enrollment and resource targets for campuses 
on a four-year front is affirmed, WCWC should be asked by 
System Administration to recommend such targets for its member 
institutions within regional targets set by the System, and 
within any policy guidelines established by the Regents. 
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Preliminary discussions are continuing concerning three additional 
configurations of consortia: A Northeastern Wisconsin Consortium 
of UW-Oshkosh, UW-Green Bay, and UW-Stevens Point; a Southern 
Wisconsin Consortium of UW-Parkside, UW-Whitewate*, and UW-Platteville, 
and/an-Urban Corridor Consortium of UW-Parkside, UW-Milwaukee 
W^Green Bay. and UW-Oshkosh. Discussion pursuant to formalizing 
cooperative relationships for those configurations which can produce 
results should lead to a planning report to the Regents for their 
January, 1976 meeting. 

A recommendation on the feasibilit y 'study of con s olidation o £ 
{f ty-Supeicinr^ and UM-Duluth 

a RecWizing the need to maintain a major university center. in 
thelpWly populated but important region-of Northwestern 
Wisconsin and Northeastern Minnesota, and recognizing the 
feasibility study on possible consolidation of UVJ-SUperior and 
UM-Dulutli now underway as a means of achieving this goal efficiently. o 
it is recommended that the Regents and state government now endorse 
in principle the, concept of consolidation. Should current studies 
indicate the feasibility of consolidation, enabling, legislation for 
Snal Panning should be brought to~ the 1977 session of the Wisconsin 
Legislature with a goal of formal consolidation in 1979. Consolidation 
could take either the form of "confederation" or of "merger, which- 
ever proves more feasible. 

b The Regents, Central Administration, Uy- Superior, and state government 
•' should initiate discussions with counterpar/t persons and agencies 
in Minnesota pursuant both to exploration/Of the feasibility of 
the goal set„m 2.a. above, and as a con^ibutidn to the feasibility 
" study now undertaken by the Lake Superior Association of Colleges 
and Universities. 
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3. System reinforcement of campus-base* * audita and reviews of programs 
to facilitate nhnae ou+ nv tram) f nrmntion of unproductive* low 

" T „U.t v nr> utmati«aaa*ilu dupliaative yrpgramB 

Recognizing that the institutional audits and reviews now in process 
do not fully meet the task of reviewing program areas replicated in 
several institutions/ it is recommended that the Central Administration 
initiate in 1975-76 a limited range -of lateral audits of program 
areas selected by preliminary screening of such areas for indicators 
of productivity, cost, and quality, and that recommendations based on 
such audits be brought to the Regents during the 1975-76 fiscal year. 

4. Strengthened inter-Svatem reaource a^ ^'*H VTAE 

Recognizing the effective cooperative planning, now underway in the' 
three joint administrative committees maintained by the University 
* System and VTAE, it is recommended that each of^these committees 
undertake in 1975-76 one or more task force studies of program 
relationships in specific program areas served by both Systems. 
Reports including recommendations as to the means -by which more 
effective resource sharing could be achieved should be brought to , 
the 'two Boards. 

5. increased recognition of the total educational resources of the State , »■ 

Recognizing that efficient management of State "»°^es MjlJ • / 
• • greater .awareness of the academic program offerings of the State a « 
vrivate eollegea and universities ^the University of Wisconsin plans 
to encourage active participation by these colleges and universities 
in its long-range academic planning efforts. Ideally, cooperative \ 
and coordinated planning between the University of Wisconsin campuses 
and the private colleges and universities should be undertaken at the 
regional level (as part of the \conaortial efforts). 
.* ' , . , 

As an initial step, it is recommended that Central Adminiatration 
initiate discussions with the Executive Director of the .Wisconsin 
Association of Independent Colleges and Universities for the 
purpose of developing an appropriate forum in which information exchange 
and coordinated planning can be pursued. 

i 

Improving the Planning Environmen t— Background and a Proposal 

I ■ , • 

1. Background , 

1 * 
a. For two decades following Wortd War II, public universities in 

Wisconsin and the nation worked within a reasonably clear relation- 
ship with state government as [to expectations held for their 
performance, and the basis frob which their resource requirements 
would be met. This was a ©erllod of rapid growth. „ Increased 
resources did not always meWiully the dimensions of this growth, 
but the base budgets of universities we^ generally expanding, ^» 
and ongoing commitments to facility and staff, to instruction, 
to instructional support, and to support servicep could be honored. 
The two major base points for effective long-range planning were 
available, in the sense that: 

E&K , 39 

'V ' . 
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(1) At l«st the floor expectation concerning fiscal resources 
could be anticipated for a four-year period. 

(2) The probable level of enrollments anU distribution of 
enrollments could be anticipated. 

h In the last decade, but more particularly in the last four 
years one key prerequisite for effective planning and 
resource "management nas largely disappeared Far from being 
able to anticipate resource expectations on a two- to four year 
projection, the University System has faced year-to-year, and . 
sometimes month-to-month uncertainties. 

• Retrenchment requirements in base budgets (e.g., productivity 
savingsrhave been overlaid atop earlier forced savings 
requirements. 

• Midstream and midyear austerity programs have required return 
of millions of dollars in committed funds to the state treasury. 

• Tiehtlv-drawn formulas for funding the incremental costs of 
' IdStional student enrollments were established by state ^ 

government in one biennium, partially suspended £ 
Sen abandoned without replacement in proposals for the 
upcoming biennium. 

« K«« „ rft Mured an environment which seriously under- 
This circumstance has produced an envuuimic VP resource 

c The rapid changes u ^ "S^g S^T" 

£ tccountaomty. *^ ««- ^^tenTlv 
««bU.H a Central ^^^f^t^ 

received or been subjected to: 

a constant flow of ad hoc requests for data "Jjjg*** . 
production of special reports from all of its lnstltuti 

mandates to perform epeclal atudl^requlrl^ hund"^^ 
rd^non^^ta^reSfrhlp^rS^ffrc-e unlver.it, 
planning or to public policy; 

. a barrage of external analyses ^^-^XJeopS molt 
frequently without comment or review by university peop 
knowledgeable about the area under study. 

Asain hundreds of hours of staff and faculty time have been 

" "etatio^^ 
q vagrant studies. » ' 
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The net effect has been an environment which has diverted 
immense amounts of university energy away from productive 
planning and administration to diffuse, unpredictable, and 
unproductive activity. The issues raised are those of / 
accountability and cost-benefit. The U.W. System and its 
institutions seek to be accountable. To be so they need 
the opportunity to establish with state government, acting 
in a spirit of common concern for the public interest, the 
kinds of information and reports which will provide for such 
accountability. Effective planning of the use of staff and. 
faculty time, of resources, and of resource needs would be 
enhanced by such an environment. 

d. Responsibility for decisions on the scope of the University 
of Wisconsin System, the expectations held for the performance 
ot that System, and- the resources to be made available to that 
System are matters of public policy. Jhe University System 
will be guided by the determinations of state government, as 
* representatives of the people, on such public policy matters. 
But if it is an expectation of state government that the 
University System will plan- effectively the use of resources" 
r made available, and manage these resources wisely, th en a new 
planning relationship between state government anrf 
System must be established . — 1 

A Proposal for a 2+ 2 Planning/Budget Cvcle 

* ' . 

Recognizing both the immediate fiscal problems associated with 
recession, and longer term problems associated with the cosfs of 
public services, the University System most urgently advance's the ■ 
following proposal for establishing a new planning and performance 5 
relatxonshyp between the System and state government which will 
enhance wtse planning and management of resources. 4 

a. Purposes 

» 

(1) To. make rational and effective planning of resource 
allocations possible; r 

(2) To assure orderly and cost and quality, effective adaptation 
of institutional missions and programs to enrollment and 
resource targets; 

(3) To establish a process supporting the transformation 
phase down, or phase out of programs or campuses not' ~~ 
meeting reasonable cost and quality .standards ; 

(4) To permit development of a University System-capable of 
orderly adaptation to the future needs of society, both 
as these are experienced and as they may be anticipated. 

b. P'royis ions 

(1) Inlceeping with the spirit of s. 16.42, Wisconsin Statutes 
and in an extension of that goal-objective-perfornwince 
approach to state budgeting, the U.W. System will submit 
biennially a 2+2 budget proposal (or contract) covering a 
. four-year, rolling base period. 

/ 1 
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(2) la Its 2+2 proposal, the System will: 

(a) Establish campus-by-campus enrollment targets by level 
and program mix. 

(b) Define the incremental missions leyond the core 
instructional miosSn for each campus. 

• a two-year only basis (as at present), 
(d) Propose GPR/Fee shares of ongoing instruction related 
budgets. * 

' CfJ Svecify performance targets and yearly benchmarks , 
V ' for tte causes in Miatiofi to both the oore . 
{nstlZtiZl mission ard incremental mssums. 

• ,^ r* oroooaal is accepted the vState of Wisconsin would 

<3X SLf StSSrtS 2 + l budget proposal and, resources 
permitting, will: ■ - , 

' (a) Identifu two years certain, "jlus 'an additional .two-y ear 
( } ttnZtivebJaet auTkorT^tion. for fixed cost and 
' S^af 'increase (e.g., enrollments) under the 
conditions in (2)(a-c) above. ; 

Id) Specify any special "forced savings" requirements 
on a 2+2 baais^. % 

fhe University System u^sWs rfrf - 
commit funding for more thqp too yearf, • fr fisoal . 

any more than the University Syst em be f™ e J™ recession.* * 

crises as may flow f^^^^ltuZ^ca^^pect to be 
■ Either the resource* 
wholly free, from anFiaa^ or bi^nniau cv ™ ° it ia possible 

OT Anticipated gjj^-rj-*. the of 

. to normalize the basts l ov ™ a °™. h J fov 8ucn expectations 
the System /by V^fingt^ policy bases fo r ^ P^.^ • 

on a four-year front, and \ °^X*deoe\ 'otment of new bases 
to maintain a four-year front on ^*™Z^lJ,u< ' The 
for funding and the time ^^/%ToiS™ in which „ 
. result wouZd be a stable envi ™™ ent J°* ?£ thap "tlurn .tlte rule, 
resource abberations would be exceptions rather t.ia . 
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Long- range fiscal Implications of the planning aa sumptions made by 
the U.W. System and the proposal for an improved environment for 
planning and management made by the System : . „ 
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If the state affirms the public policy assumptions recommended 
by the U.W. System and the funding implications of maintaining 
levels of access and quality contained therein,, the fiscal 
implications would be as follows: 

a. University resource requirements, as represented by current 
budgets, adjusted for price increases afgj compensation 
adjustments, would increase modestly to^Jp^pport the marginal 
costs of new students and other workloadT The rate of increase 
would be sharply less .than that experienced in the period ef 
rapid growth from 1946 to 1970. v m 

b. - The planning relationship proposed between state government 

and the System would assure the most cost effective use * 
possible of current resources of personnel and facilities. 

c. To the extent specified' by state government , moderate requests 
for additional resources beyond Oiose needed fop maintenance 
of Access and quality would be forthcoming from the University 
System, subject to specific review by state government. 
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Am IMPORTANT TRANSITIONAL NOTE: 
VB ffilSalS OF PART UK) AMD PART THRU 

In one t,M»<« * L^"^^^*^^ 



2^n 

i/l/rM? wvmr*n**~-— • » 

criteria identified in this Report. 

, . nVinvtno the. mission nn d reduce the scope of an. 
The Regents are preyed to change t^ ™?*^ ™ t w j£ &£5_ 

feSs^dent cost tte ■»">«•"•'»■ 

*~- t ^ gg^^tf ; 

sustain the quality of the ^ ^ a * r 
needs of the people of Wvscona.r,. 

In otter imporUmt 'i*. tHe *^ «y^^SS?^ SKF 
present level of service. 

^.fUoal assumption in ** TfuiftfT 
is ™^»~TS2fi£^£%E'^ no. move to reduce 

to mow on a /Km* Tnd i f projectio ns of 

projections of resource expectations, or when ana j _ v 
declining enrollments could be made. 

.TKe fiscal action in *J^'±gg$£ 
%££Xrd^Z;»ri£e^ZoW^ Syste* stouU 

therefore be given now. 
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jln^rl ying thr r —"" rla Request 

"~ v.. fanuarv 8. 1975 letter aa amplified in . 

th. content of his Jft ^ 0 ^ ow i ng assumptions can be 

JCit tMff di9cu88i0 ^V,L„or'r a ooarent conclusion that the 
|gjSS d tnitiating the Governor JJfg-J-^ served if^ 

Et^SpTof °the1n S iversity System is reduced over the next decade. 

tax resources availa i^ n ^ t i ^ a ie at a level sufficient to - 
w Wsity System over t*e next decade at university 

..lottln its present "^ ^Hs additional support to cover 

Institutions and programs. 

fl pdingffof University System 

Syare* -dU. do not . r ai» *• -^g^ l^.."^ 
dMtiM* •* • be" 1 " ft" 7 re* 1 ' 1 "* ?» "tKlttloos or increasing coot 
jj.t.U.ad or depre-d by ^^^neil fl" years, and M y riae. 
barriers, enrollments will rise wr « Tw<,Hcm fl now to 

^.relatively constant,^ ^^Sj^LaaSSSii^ < 

lp next dec -'" g attained by the le fi la 7/ T VuL n1h | 

fg 'ts scone of the |gtgj "°uld be warranted. ^ ^ n ^/!% im ne eds 

ii.lnt.ln quality, meet workload increases, ^ w gj, of 8tatlc 

for all of the current institutions and programs on the nasi 
Or declining resources. 




T..k Force studies indicate clearly that "phase out" ™2£l£SLu 
Colstons do not free up -significant dollars 1 "Saucing the 

MO slvn ■> other tnstituHons in the System. Re ducing t 

•Sp" Of the System to free up dollars means reducing the scope 
•AlCStlonal services tb some Wisconsin citizens. 
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C. Public Policy Implication of the Governor's Fiscal Assumptions 

The major public policy decision placed before state government by • he 
Governor's fiscal assumptions is whether: 

. .. h It Judges the {/, ft. ..System 's fiscal and.enrollme>xt-prospecte- for the 

next decade to be sufficiently uncertain as to warrant the immediate 
irtitiation 'of steps to reduce the present scope and access points of 
that System in order to susthin quality with extremely limited resources^ 

y 2. It judges the state, to be bettei\§erved by reaffirmation of its tradi- 
tional priority commitment to provide higher educational- opportunity 
'and services of quality to those people wishing and able to benefit 
from them , affirmation of the System's present planning approach "and 
the resource requirements inherent in such an approach. 

D. - Recommendations of the University of Wisconsin System 

IF STATE GOVERNMENT DETERMINES THAT IT IS IN THE PUBLIC INTEREST TO AFFIRM 
THE GOVERNOR'S FISCAL ASSUMPTIONS, THEN: 

There should be a legislative finding tn that effect and a legislative 
mandate to the Regents to proceed to implement reductions in eanpe under 
a public policy determination that 1 for fiscal reasons, access to higher 
educational opportunity in the State of Wisconsin should be reduced. 

If a legislative mandate to reduce the scope of the System is to be given, 
then the U.W. System recoqpends that the mandate be given for one or more 
of the following classes of decisions to be taken in the order in which 
these classes of decisions are here listed: f , 

1. A mandate to phase out, or^oiherwise 'provide alternative use for a 
specific number of U.W. Centers selected on the basis of criteria 
stated in this report. 

2. A mandate to phase out or phase down one or more University Cluster 
campuses to be selected on the basis of criteria stated in this report. 

3. A mandate to phase out, phase down, or consolidate programs in the 
Doctoral Cluster, University Extension, and other institutions not . 
affected by Steps 1. and 2. above. 

In addition, the U.W. System would expect to accomplish concurrent 
reductions in Central Administrative costs. 

For feach class of decisions presented above as a possible consequence of 
affirmation of the Governor's fisdal assumptions, the following information 
is provided in Subsections I— III which follow: • ' 

1. A statement of the r*r*itei*ia recommended for selecting the'units to be 
affected. ' f 

2. A statement of the procedures to be followed in reaching a final decision. 

3. A statement of Ihe form of the legislative mandate which would direct 
and authorize the Regents to proceed with each of the classes of 
decisions possible to reduce the scope of the System. 
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I. THE CENTER SYSTEM 

• ■ • • 

relationships to PART TtfO planning activities, see transitional note on 
je 18.) . • i f 

The Criteria, ' I ' ; • 

If the decision is to pliase out or devise alternative Uses of selected 
Center campus?.*, jthe following criteria should be a^pl^edt 

1. The first campuses to be examined for a change in status should be 
those: V 

(a) Whose current or projected enrollments on a four-year front fall 
below 250 stiiGerits (FTE), and/or^ 

(b) Whose^current or projected composite support indexes are more 
than 207. in excess "of Cente^ System averafee^** 



2. In determining the order within any group of Centers^ selected by 
criteria 1(a) and (b) above, and judging the best optiop for any 
Center being examined, the following additional considerations 
should be applied: 

Cl .... 

(a) Location vis-a-vis other public campuses and educational services. 

(b) Relationships in terms of full-tima and t>art-time students, program 
completion and transfer rates, commuting and residence proportions, 
presence of System or region unique programs or services ; ^ 

(c) Relationships among size, cost, and quality. 

Current costs (as measured by a Composite Support Index) and current and 
projected enrollments for all Center System campuses ire listed on the 
following page in descending cost order; those whose cost indexes exceed 
the Center System average by. 20% are asterisked. 

* This 207. threshold is intended for use in initial (1975-77) consider- 
ations only ; a more suitable method may evolve as we g^n experience. 
The range of campus enrollment size in the Center .System is so great 
'that there is danger of a repeated "averaging down" if higher cost 
campuses are eliminated, ' 
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Center . 
Campus 


1974-75 Cost 
Index 


1974-75 FTE 
Enrollment ■ 


FTE Enrollment Proj 
• 1980-81 1982-83 


Medford 

ft 


62.35 


115 


113 


107 


- # 

Baraboo 


58.08' 


230 


227 


215 


it 

Richland 


50.80 


247 


253 


240 


Marinette 


50.10 


256 


280 


266 


Marshfield 


47.09 


336" 


396 


J/-0 


Rock 


46.93 


396 


400 


380 


Barron 


44.87 


458 


492 


467 


Sheboygan * 


43.34 


451 


500 


,475 


Marathon 


42.56 


656 


673 


638 


Washington 


42.47 


418 


446 


423 


Fond, du Lac 


39.41 


560 


595 


565 


Manitowoc 


35.16 


288 


259 

ts 


, 245 


Waukesha' 


34.17 


1,256 


1,298 


1,229 

* 


Fox Valley 


34.03 


4*68 


393 


373 



The Procedure's 

Campuses selected under the appropriate legislative mandate and application 
of criteria should be examined prior to final decision through the following 
procedures: 

1. Step 1 ; Investigation of alternatives 

The Regents should explore each of the following alternative futures 
for the selected Center, seeking an appraisal- of the feasibility of 
each, and the relative merit of each feasible alternative: 

(a) Reduced curricular breadth : Historical efforts to provide a 

freshman-sophomore curriculum at each Center which is reasonably 
comparable to the basic lower division curriculum at a typical 
university of the System has meant considerably higher cost at 
the smaller Centers. 

It would be reasonable to simulate a reduction in the curriculum 
at a selected Center to judge whether or not the curriculum that 
could be maintained within the cost- threshold set by the Regents' 
criterion would provide , a good quality, although limited two-year 

48 
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nroaram for students and would make it possible for such students 
S SSlete EccSaureate programs in the liberal arts within the 
/ U.W. System without loss of time. 

This option would not reduce^ the ins titutionaV scope of the 
System but it wouW reduce the program scope of the selected 
campus and reduce, the State's financial commitment through time 
to the selected Center. 

<M Alternative educatigMl " ae option : If-option (a) is not feasible, 
W the Stents should examine two form s of alternative educational _ 

use for the Center campus, .testing each as to cost-effectiveness 
in delivering educational services within the cost thresholds for 
continued System operation: 

(1) Conversion of the . Center into an Adult Education ^ Learning 
Resource Center operated by University Extension. It would 
appear to be feasible to establish some level of continuing 

. educational use of a Center campus at costs within the Regents 
thresholds. An experiment could be undertaken as to the 
possibility of providing good quality lower division work 
trough use of a limited number of resident mentors aided by 
% commuting faculty or mediated instructional programs. 

(2) Establish coordinate campus relationships with VIAE, providing 
for Joint operation of the Center under a common taxpayer 
support formula; or simply change to a VTAE institu tion .either 
with or without entitlement to carry on a lower division college 
transfer program. Under a transfer to a VTAE district carrying 

a colleg* transfer entitlement, the per student ,cost to taxpayers 
for°the college transfer program would be higher than, under 
options (a) and (b) because of the VTAE. formula. for instructional 
support, bit the scope of the University System would be reduced. 

(rt Phase-out option: Since options (a) and (b) would noj. free net 
- (C) resources to sus tain the quality thresholds at o£her Institutions 
of the System, the Regents would also consider phase out without 
provision for 'alternative educational use. Such phase out would 
assume a- public policy position that access 'V^^iVn w 
to be constrained' in order to sustain quality in a residual U.W, 

System. * 

Alternative uses for Center facilities would, of course, be sought 
, in cooperation with local and state government (e.g., P'^te 
' business, a federal manpower retraining center, 

center), but the availability of such options would not determine 

the decision. 

2. Sfefl 9: Preliminary de t ermination of the preferred option . 

Having explored with staff, affected faculty, and the community the 
avaUable'alternative. for use of the selected Center the Afgents . 
should arrive at a preliminary determination of ^option which on 
balance, best serves the public interest of the State of Wisconsin. 
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3. Siep 2: An open hearing in the affected community . 

Having made its preliminary determination, the 'Regents should convene 
an open hearing in the affected community, both to, discuss the 
alternatives explored, and to receive public testimony of the 
alternatives and the ' jprel iminary decis ion. 

4. Stap 4? Decision 

o 

Following the open hearing, the Regents should reach a final decision 
on the option to be pursued, including specification of the legal or 
policy steps needed to implement the decision, and the time line to be' 
followed in implementation. ^ 

C. Appropriate Legislative Action 

The appropriate legislative action to implement the foregoing procedures 
could take one of the following forms: 

1. M The legislature directs! the Regents to proceed during 1975-77 with 
decisions to phase out or otherwise change the use of Centers failing 
to meet performance criteria set by the Regents. Such decisions 
should be implemented on ^ time schedule to be established by the 
Regents. - 

Notwithstanding s. 36.09(l)(g), Wis. Stats ., the Regents 1 decisions 
on phase out or alternate use of Centers shall be final. " 



2. n The legislature directs the Regents to proceed during 1975-77 with 
identification of those Centers not meeting performance criteria. set / 
by the Regents, and decision on the most desirable course of action 

to follow for such Centers. The Regents have authority to proceed 
with decisions regarding alternative educational uses of the Centers 
identified, but if their decision is that any Center should be phased 
out, this decision should be brought as a recommendation to the 1977 
legislature. " * 

') * 

3. "The legislature directs the Regents to proceed during 1975-77 with 
phase out of one or more Centers selected by the Regents on the basis 
of their performance criteria. 11 

It. THE UNIVERSITY CLUSTER 

- r U " ' / { . S 

(For relationships to PART TWO ptgnning activities, see transitional note on 
page 18.) * 

If the legislature determines that reductions of the scope of the U..W. System 
beyond those involving the Center System should be undertaken, it wouid be 
appropriate to direct the phase down or phase out of one or more of the ' 
University Cluster universities. The criteria to be applied for such selection 
the recomnended procedures, and the appropriate legislative action follow, 
together with a statement relating these criteria, procedures,, and actions * 
to the U.W. System planning process described in FART TWO of this report. 
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The Criteria " , 

!. ' |ffgct on ^ccesa to educational o«K>rn.nf ty for Wisconsin residents . 
™. j „~ «fc flfle out is less undesirable for institutions serving 

: l^J^ - 




Phase down or phase out is less undesirable to institutions faced 
• SS "decUning 'commuter -based demand than for institutions- in areas 
of -projected expanding commuter demand. 

3. relAMonshlpa an d projected relationships. 

Phase down or phase out is less undesirable for institutions whose 
, SftJ ^rojecte^ costs are more than 20% above the Cluster average. 

• 4. P^Honahip t o J^llectual. cultural, and economic vitality of 
the region . ,") ' 

Phase down or phase out is less undesirable for institutions whose 
' E£\S3 least affect- the intellectual, cultural, and economic 
vitality of the region. 

5e Relationship to state wide System planning. 

Phase down or phase out would be less undesirable for institutions 

f£S educationally unique program elements, services and 
Innovations responsive to System and societal long-range needs. 

6. Relationship to needs o f special populations. 

Phase down or phase but decisions would be .less undesirable for 
Inttituttons whose loss would affect less the opportunities of 
populations previously disadvantaged in their search for 
educational opportunity (e.gr., minorities; women). 

B. The Procedures 

1. <?* a p 7: Examination of alternatives. 

The situation of institutions selected for phase down or phase out 
- .Jn the basis of the criteria stated would be explored with ^culty, 
^taS! administration, and the community in terms of the following 
alternatives: V 

(a) Phase out of -major program elements accompanied by a concomitant 
phase down of the institutional mission. 

• The option would aim at reductions in mission scope designed 
co bring dT institution into a size-mission relationship which 
would assure that the remaining. miss ion could he ~Wj**?* ld 
and provide educational services of quality at a cost threshold 



set by the Regents 

L 
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< 

(b) Phase out of graduate* upper and/or lower division levels. 

• This option would aim at that ^reduction in the levels of 
Instruction needed to achieve educational services of 
quality for the remaining levels at a cost threshold set 

-by the Regents. 

• Specifically examining the alternative of phasing out some 
or all post-baccalaureate programs* followed by exploration 
of the alternatives of phasing out all or part of junior- 
senior programs 9 or all or part of freshman-sophomore 
programs. 

(c) Phase out of the institution* j 

• The Regents assume that this option would not be exercised^ 
unless subsequent to or concurrent with the phase out of 
all geographically proximate two-year centers. 

2. Step 2 : Preliminary selection of the preferred options . 

Having examined the relative^meHts of the options available, the 
Regents would make preliminary determination of the option seeming 
f best ^> serve the public interest of the State of Wisconsin. 

3. s+*r> s t Open hearing . 

Prior to final action on a decision, the Regents would conduct an 
open hearing in the affected conmunity for purposes of discussion 
of their preliminary findings, and taking testimony from the public 
as to the available alternatives or alternatives which might be 
suggested. 

4. Step * : Decision . 

Following the open hearing, the Regents would determine the decision 
to be affirmed, together with the legal and policy steps needed for 
its implementation, and the time line to be followed in. implementation. 

Appropriate legislative action . 

The appropriate legislative action needed to implement decisions , 

under the foregoing criteria and procedures could take one of the following 

forma: 

» 

1. "The legislature directs the Board of Regents to proceed in 1977-79 

with selection of one or more four-year -campuses for possible phase down 
or phase out decisions 9 using the basis of criteria stated by the 
Regents, after following the procedures recommended by the Regents. 

Notwithstanding s. 36.09(1) (g), Wis. Stats ., the Regents are authorized 
to piroaeed with a phase out decision fv one or more campuses." 
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2 "The legislature directs the Board of Regents to proceed in 1977-79 
with* selection of one or more four-year campuses for possible phase 
out or phase down decisions, using the basis of criteria stated by. 
the Regents, after following the procedures recommended by the 
Regents . 

If the Board determines . that it should recommend phase out of one 
'"St more campuses inl977-79, that recommendation shall be brought 
to the 19 77 session of the legislature for final disposition by the 
legislature." ^ # V 

3. "The legislature directs thej Board of Regents to phase out one 

• (alternatively the designation of a larger number, e.g., two, three, 
etc.) University Cluster universities with selection to be implemented 
in -1977-79 on the basis of the criteria set. by the Regents, and 
following the decision steps recommended by the Regents." 



III. THE DOCTORAL CLUSTER, UNIVERSITY EXTENSION, AND , 
INSTITUTIONS NOT AFFECTED BY I. AND II. ABOVE 

(For relationships to -PART TWO planning activities, see transitional note on 
page 18.) " * * • . _ 1 

If the legislature determines that reductions in 'the scope of the>System 
accomplished through its directives concerning the Center Sy.stem(and University 
Cluster institutions do not go far enough, then it would be appropriate fOr 
the legislature to direct reductions in the scope of UW-tWdison, -UW-Milwaukee, 
UW-Extension, and Centers and other four-year universities not affected by « 
actions in 1975-77 and 1977-79. A generalized reduction in the scope of these 
institutions could be directed for 1979-81 on the basis of a fiscal target set ^ 
as a percentage of their base budget requirements as these requirements would , 
have otherwise been derived. The assumption would be that this target would be 
achieved by phase out, condolidation, or structural change in programs, or, in 
the case of Centers not previously affected, phase out or alternate use decisions 
for additional Centers. 

The Regents do not foresee as feasible the phase out of either of 
the doctoral institutions or of the mission represented structurally 
by UW-Extension. For example, by any set of plausible criteria, 
the major research, graduate education, and advanced professional education 
institution of the System, UW-Madison is an essential foundation for the System, 
and this institution must remain large if it is to be quality and cost effective. 
Similarly, a major university located in the state's largest metropolitan 
center will remain an essential characteristic of effective service, as will 
some level of regional distribution of institutions. And, finally, UW-Extension 
represents organizationally a substantial part of the three basic missions of 
public universities, the mission of public service defined to include continuing 
education. 

Nevertheless, if the public policy decision is that the System should reduce 
the scope of its services by an order of magnitude bevond that described in I. 
and II., such a goal could be accomplished only by reducing the scope and 
educational .services of the System's larger, as well as its smaller units. 
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The criteria for examining program scope in the remaining larger institutions, 
and the steps in reaching decisions on such matters follow: 



A. l ithe Criteria 

-1, T^MMiahip program £fl opportunities available elsewhere . 



\ 



Consideration should be given ti phase down or phase out of P Warns 
fo^which reasonably equivalent^ducational opportunity is available 
.elsewhere in the System. \ 

2. Size-cost relationships ' ^ 

Consideration should be given to phase down or phase out of programs 
whose current and projected size generate unit costs above those 
•^thresholds identified by the Regents for such programs. 

* ^feol.Honahtp of program to Wisc o nsin's intellectual, cultural and 
economic vitality . ~ 

'Consideration should be given to phase down or phase out of programs 
wtose loss would be less damaging to the intellectual, f d 

economic vitality of Wisconsin than would follow from •g e '£ t £V 
choices, in, this connection attention should be given to the program s 
significance in attracting extramural support and in * 8t f 
the national and international reputation for intellectual vitality 
now held by Wisconsin. 

4. Relationship of str ucture to costs.. 

Consideration should be given to structural changes which would reduce 
the costs of delivering needed educational services while retaining 
the quality of those services. \ 

5. Relationship to soc ietal need. _ ' 

Consideration should be .given to the phase down or phase out of 
programs whose loss would be less damaging to the perceived long-term 
needs of Wisconsin for well-educated leadership and professional 
competence, the revitalization of such leadership and ~ m P^ ence V 
and the expanding knowledge base needed for meeting and anticipating 
societal problems. 

6. Relationship to the ne eds of special populate >ns * 

Consideration should be given to the phase down or phase out of P™Srams 
whose loss would be less damaging to the educational opportunities of 
populations historically disadvantaged in the search for, educational 
opportunity, e.g., minorities and women. 
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The Procedures 

I, st* p 1 : EXa ™< tlon of al ternat Ives 

• 1,1 av n1 0 re alternative decisions on program phase out 
. The Regents would explore a ltemaci ve d f n Doctoral 

would be : ^ 

(a) Phase out or alternate- use for additional Centers. 

' ' (b) Phase out of major programs selected on the basis of the above 
criteria. , 
' ( C ) Phase out of stipulated levels of instruction for particular 
programs or institutions. 

(d) Consolidation of doctoral programs and research centers. 

(e) Phase down of UW-Extension programs end services. 

2 . 9.: Prelim ™. ? identification of selected options . , - 

' n n f Task Force recommendations and analysis, the Regents 

ld\dencirv in a ^preriminarTway"those options which seeined best 
^meei the fiscal* targets stipulated while protecting insofar as % 
possible the public interest. 
3 Ste z 3: In-dec ^ gelation of derision consequences.- 

involved in such study. 

4. st'e p 4: Pu blic hearing. 

the institutions affected.^ ^ 

5, Step 5: Decision . 

Following the open hearing, the Regents would make their final' 
definitions and establish both the policy steps need for 
implementation, and the time table to be followed. 
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C. Appropriate legislative action * 

If the legislature determines that the Regents should be directed to 
proceed with the application of the criteria and the procedural steps 
stated, th$ appropriate language for such direction would be as follows: 

"The legislature directs the Board of Regents to proceed by 
1979-81 with decisions reducing the scope of UW-Madison, 
UW-Milwaukee, UW-Extension, and other universities and Centers 
not previously affected, by additional phase out or alternative 
use of Centers, phase down or phase out of programs, program 
consolidation or structural changes in ways sufficient to reduce . < 
the base fiscal need of these institutions, individually or 
severally, by an amount equivalent to 5% (or a percent otherwise 
stipulated) cf the base budget otherwise projected as minimal to 
support services of quality. Decisions, their consequences, and 
their projected time table for implementation should be reported 
to the Legislature." ^ 

IV. CENTRAL ADMINISTRATION 

The President's Task Force Report, Book I, includes a simulation of three 
alternative models for the organization of UW Central Administration: 
(a) a maximum management model which ""Would significantly increase the size 
of central 'staff and operations by replacing campus administration of specified 
.functions; (b) continuation of the present mixture of planning, service, and 
coordinating functions joined to specific and limited monitoring and management 
functions; and (c) removal of management and service functions by rfe-creation' 
of a planning and. program review staff similar to that maintained by statewide 
coordinating commissions. 

It is not clear from the simulation that cost-saving to thd System, would result 
from a move from the present organization either toward a more centralized 
operation or toward a^more decentralized one* Option (c) would have the 
immediate effect of reducing the scope of central, administration, but would 
involve concurrent increments in the administrative costs of the campuses and 
state government. Option (a), the strong central management form,, could in 
theory reduce total administrative costs for the System, but would have the 
propensity to develop large-scale educational inefficiencies by removing 
decisions from the hands of those closest to the point of their Impact and 
into the hands of a remote administrative staff. 

If the Legislature sustains the Governor's assumptions about the resource 
expectations of the UW System, and directs one dr more steps to reduce the 
scope of the System, it would be appropriate for the Regents to reduce the 
scope of central administration. 

* V. A NOTE ON TIMING f 

In concluding PART THREE of this report, it is noted that a legislative 
affirmation of the Governor's assumptions followed by a legislative 
direction to implement several or all of the alternatives outlined above 
for reducing the scope of the System in a time period lesg than that 
suggested for a phased approach would precipitate a major management 
and morale crisis in the System. 
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if this reason it is recommended that if multiple directives" are to be 
Jliutd, these be ph^d over at least three biennia with no more than one 
of reductions tasked in each of the successive biennia. 



IV. 



IN CONCLUSION 



a A Decision Agenda for Wisconsin State Government 

1. The major public policy decision before state government- is 
whether: t 

a. It Judges the UW System 1 s fiscal and enrollment prpspects 

for the next decade to be sufficiently uncertain as to warrant 
the immediate initiation of steps designed to reduce the 
present scope and access points of that System in order tc 
sustain quality with extremely limited resources. 

or 



b.* ' It judges the public interest to be better served by a reaffir- 
v mation of its traditional priority commitment to provide 
higher educational opportunity, and services of quality to 
those people wishing and able to benefit from them, and affir- 
mation of the UW System's current planning approach to 
accommodating an uncertain future, along with the resource 
requirements inherent in such an approach. . 

It should be clear that neither judgment in aimed at simply 
preserving the status quo and that the same criteria would be 
relied upon by the System in "implementing either approach. 

2. A reaffirmation of b. above would be consistent with the basic 
assumption from which the University System planning is 
administered by, the Board of Regents. 

3. * Confirmation of the decision under a* above to reduce selectively 

the 9cope of the System and the scope of its programs and services 
would be consistent with the fiscal assumptions leading to the 
Governor's request to the Board of Regents. 

4. One alternative to the foregoing choice would be a decision to 
direct maintenance of the scope of services together with static 
resources by lowering the quality of those services. This has been 
rejected by the Regents as wholly contrary to the public interest. 
Access to education or services of low quality would be a delusion 
rather than atn opportunity for Wisconsin people. 

5. The implications of the public policy choices to be made by state 
government can be summarized in the columns which follow: 



DECISIONS AND ACTIONS WHICH WOULD 
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DECISIONS AND ACTIONS WHICH WOULD 
FOLLOW FROM GOVERNOR'S ASSUMPTIONS 



Reaffirmation of -a commitment . to educa- 
tional opportunity^ of quality^ for those 
wishing and able to benefit implies: 

1. The Regents should proceed with 

planning directions now established 
. and those proposed. Those estdb r 
lished include: 

a. Rigorous application of the 
principles that all programs' 
must meet tests of quality/ 
productivity, responsiveness 
to societal- need, cost-effec- 
tiveness, and as appropriate 
centrality to the basic mission 
and ppepose of higher education. 

b. Continuous audit and review of - 
all existing programs on the 
basis of these standards. 

c. Elimination or alteration of. 
low priority programs to 
reallocate resources to higher 
priority goals. 

d. Rigorous scrutiny of all new 
programs on the basis of 
criteria established. 

e. Application of "cost and quality 
effective practices including: 

-» 

(1) Interinstitutional resource 
sharing through consortia. 

» 

(2) Consolidation of small 
program units to reduce 
overhead. ( 

(3) Continuous institutional 
review of low enrollment 
courses and' programs • 

f. Enhance institutional vitality 
through appropriate faculty 
and staff development programs 
and practices. 



Decision to reduce selectively the scope 
of opportunity and services to constrain 

or reduce resource requirements implies: 

< 

1. The legislature should direct the 
Regents to reduce the scope of the 
System, and the scope of its programs 
and setvices in selective and phased 
ways designed to damage least the 
public interest as a whole. 

2. The first step 'in such directed 
reduction to be initiated by 
1977 should be: • 

- Phase out of alternative 
- . educational use for Centers not 

meeting Regent-established criteria. 
As many as three Centers would face 
this possibility. 

. - If the goal is to reduce the 
scope of the Systenj in order 
to free up public dollars 
i n to to , then it would follow 
that the directive should be 
to phase out selected Centers. 



3. The second step in such directed 

reduction, to be implemented by 1979, 
should be to phase down or phase out 
selected four-year campuses chosen 
on. the basis of the Regents' criteria. 

- If the purpose of such* direction 
is to free up dollars, it should 
be understood that such phase down 
or phase out would be accompanied 
*by reductions in the scope of 
educational services and opportunities 
provided for Wisconsin. j ^ 

- Phase out of a four-year campus 
should not be directed' without 
prior or concurrent phase out' of 
geographically proximate two^-^es 
Centers. / 
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Seek investment in /innovations 
likely to produce /long-range 
quality and cost-effective 
methods of providing educational 
services. 



2: Those proposed include: 

a. Establishment of a four-year- 
planning front for all institu- * 
tions specifying enrollment, 
fiscal, and performance targets, 
with pn annual" update. . 

b. Application of cost-size-quality 
criteria v to Centers noted in Part 
Three and alteration or phase out 
pf those not meeting criteria. 

4 

c. Application of plapning to 

reduce the scope of universities 
over a four-year period in 
which enrollment and fiscal tar- 
gets require such reduction to 
maintain qjtfzlity. 

d. Support for studies leading to 
possible consolidation of 
UW-Superior and UM-Duluth. 

e. Intensified joint planning with 
VTAE on resource sharing. 

f. Strengthen existing consortia 
..^ and expand such arrangements. 

g. Strengthen inter institutional 
planning with independent 

«k colleges and universities. 

h. Systemwide enhancement of 
institutional program audit 
and review actions by selective 
lateral audit and reyiew of * 
replicated and specialized 
programs . 



3. The Regents ask that state govern- 
ment, support development of a 
better environment for effective 
long-range* planning including: 

a. More stable understandings on 
the base for the resource % 
expectations of the System, 
including development of four- 
year planning authorizations 
subject to biennial appropria- 
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4. The third step in such directed 
reduction, to be implemented by 
1981, would be to accomplish a 
reduction in the base budget 
requirements of the System by a 
specified percentage of the require- 
ment otherwise needed to sustain quality. 
This would be accomplished by selective 
phase out, consolidation, or structural 
alteration of programs in institutions 
not affected by 2. and 3. foregoing, 
including the doctoral cluster and 
UW-Extension. 

, ■* . • 

- Such reductions would* be ^ - 
accompanied' by reduction in the 

scope of opportunity and services 
provided, including numbers o^k 
students served. t 

- Counted against the fiscal 
targets for such reduction in 
scope would be the reallocations 
achieved by the institutions 
between 1975-79 through continous 
program audit and review activity* 

5. A concurrent step in all directed 
steps to reduce the scope of the 
System would be direction to reduce > 
central administrative services 

and functions in proportion to other 
reductions directed. 

6. A finding that it is in the public 
interest to reduce the scope of the 
System could be followed by 
direction to apply only the Step 1 
reduction, or the Step 1 and 2, 

or Steps 1, 2, and 3. This deter- 
mination would follow from decision 
as to the magnitude of the fiscal 
constraint to be established^ and 
the magnitude of the reduction in 
opportunity and services to be 
achieved. 

7. It should be undertood that closing 
institutions and programs to achieve 
fiscal constraints during a period 
when enrollments are expected to 
increase would probably require the 
Regents to establish enrollment 
limitations for the remaining 
institutions. The effect would be 

' a need tfc apportion a scarcity of 
resources^ wisely as possible. 
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b. Mofce* lead time on reductions 
In base resources when these 
are Indicated as fiscal planning 
goals to permit effective staff 
and program contractions. 

c. More attention to the cost-benefit 
implications of studies and 
analyses requested or required 

• to reduce costly administrative 
overhead. 



DECISIONS & ACTIONS 
GOVERNOR'S ASSUMPTIONS 



THE DRAFT STATUTORY LANGUAGE WHICH COULD 
BE USED IF THE LEGISLATURE AFFIRMS THE 
GOVERNOR'S ASSUMPTIONS AND MANDATES ONE 
OR MORE OF THE ABOVE STEPS APPEARS IN 
THE PRESIDENT'S REPORT AT THE FOLLOWING 
LOCATIONS: 

I 

Page 24: Item C (Centers) 
Pages 26-27: Item C (Univ. Cluster) 
30, ItemC (Others) 



The Regents and the UW System understand that affirmation of Wisconsin's 
historic commitment to higher educational opportunity does not and cannot 
commit the state to a particular level of spending which might be requL d In the 
future to iaplement^fttZZi/ that goal, they understand the Impact of current 
recession and the potential of an uncertain economic future on the ability 
of the state to realize all desirable goals. 

The Regents and the University System ask only that changes In public policy 
goals for higher education not be superimposed upon fiscal constraints without 
public debate and an Informed decision, and that If fiscal determinations * 
dictate constraint upon educational opportunity, the steps needed to reduce 
tho scope of the University's programs and services In order to sustain the 
quality of that which remains be openly understood. 
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STATE OF WISCONSIN 

5 OFFICE OF THE GOVERNOR 

MADISON, WISCONSIN 63702 



EXHIBIT 01 



PXTHK K J. I4VKY 



January 8, 1975 



i 



Frank J. Pelisek, President 
Board of Regents of the 

- University of Wisconsin System 
Madison, Wisconsin 

Dear Regent, Pelisek: 

I wanted you to know as early as possible of my intention to 
olSSt in the executive budget for the UW System directives which 
speak S the longer term implications of the fiscal recommen- 
dations of that budget; and the fiscal constraints in which our 
oolicies for higher education over the next decade will have to 
be Earned The budget directives will reflect the policies and 
cons idSrai ions which the remainder of this letter expresses. 

Throughout Wisconsin's history, the people of this st ate have 
been extremely generous in their commitment to public higher 
edSUtioS State policy has been guided by the twin goals of 
establishing tS highest quality university education Possible, 
and assurini access to thaV education for people from all back- 
' bounds aid all regions of the state. In a time of rigid fiscal 
fSSs?raiS?s Such Is State government currently faces, we cannot 
abandon ShSsS goals, but nlither can we ignore how a jattjjn of 

Unr6St ^ i ^t^U^cLJIefforeirf E^fuS biSiS'ST" ; 
1£^^?& ^*^'*"* ° f the achievement of 
"our historic goals. 

The taxpayers of Wisconsin already have the third highest 
pe? Jap??a commitment to higher education ij^ericadesgite 
the fact that we rank. 27th in per capita income. Given the 

agencies . 
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Frank J. Pelisek 
Page' 2 

January 8, 1975 



e , if ^ 9 n v in 1975-77 the University System will need to 

a whole. More Wortantlr, th •J^JJJJ be plann ing now to 
the University System and the state snouio^ v er 6 e3 ^ ation al 
reduce, the scope and/or number of its array of . 
institutions « d n J r ;E"? s S t S?;; s t ^%;Ukms which are to 
• J ibly „i»ined lL wtsdSm of undertaking tnis effort is under- 

r^rtU'tfirdSiSJ s higher 

education in the decade just ahead. 

,'or these reasons. I a. asking that th« . Board •< | ^* a |^ 
|ully weigh the a""""^^ " consoSfdaUng'existing centers, 

t „e P rSf ,Sefl*!S:& VJSiSSU' tSJ quality and health of the 
university of Wisconsin System as a whole. 

o . nit 1975 I ask that the Board of Regents bring to 
By April 15, 1975, i asK in* phasing out, phasing 

bu l g .fwhicn rufnutnor b i e ze l ? m ;ie m entft°ion of the plan. 
3 ST^'lTSSS. b„5 the hroader 

courses f^ 1 " •LSiirty tK 'IUS Planning Off iM, and other 
Administration, pa"""*"^ S uch/assistance to the Regents and 
rfiversUy £"em r as l they U ma&est in furthering the study 
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Frank J. Pelisek 
Page 3 

January ft, 197S 

I am mindful of the apprehensions which will be created by 
the fact of this study. I observe, however, that Board actions 
to date, and the Board position in its Budget Policy Paper #2.0 
(Section D) have initiated serious and continuing attention to 
the size and scope of the University System. Consistent with 
the Board's position, I believe' it is better that we now face 
forthrightly the question of how the University System can best 
reduce the scope of its institutions and programs in order to 
make it possible for the State of Wisconsin to enter the "decade 
of the 1980 f s with a System of a size and character which can 
t*e maintained at the highest level of quality. 



Sincerely, 



> 
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EXklBIT #2 



STAT EMENT BY MR. PELISEK 1-10-75 , 

"i r ' 

The^University of Wisconsin System has been asked by the Governor of the Sta,te 
of Wisconsin to develop a plan for reducing the* scope of the academic enterprise of 
the System by phasing out or phasing down centers, campuses and programs. We are 
asked to present this plan to state government by April 15, 197£, so that language 
enabling its implementation can be made a part pf the 1975-77 biennial budget. 

The purpose of the plan should be to define those" actions which, by reducing 
the size of the System, would help generate over the next four to six years the 
resources needed to maintain the quality and health of the System as would 
then be. organized, t * 

While the request to develop the plan is prompted by the/ current fiscal 
stringencies facing the State and the University System, this action would also 
be an aspect of the planning needed to prepare for the decline in the college age 
population which will affect Wisconsin in the decade of the 1980s. 

we must respond to the Governor's charge, even though we may not believe tbat 
phasing out or phasing down centers and, campuses is necessarily in the best interes 
of the University System and the State of Wisconsin.. If the choice is ultimately 
between a System of the present scope facing a decline in quality because of 
inadequate funding, or a smaller System which can be maintained at a higher levpl 
of quality, then the choice must be made. The best interests of the System and 
the State will be served by. any and all steps needed to assure that public higher 
education in Wisconsin is of the highest quality. In this spirit, as President of 
the Board, I have asked the President of the UW System to proceed as follows: 

1. To appoint and convene forthwith a System Advisory Planning Task Force 
which shall be chaired by a senior officer of Central Administration and 

It ' 

rnir which shall include faculty members, administrators, and students. 



I 
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2. In consultation with this Task Force, to create from its membership, or 
memberships as augmented, a group of Study Committees, each of which will 
study a particular problem area related to the phasing out or phasing down 
of centers, campuses and academic programs and recommend those actions • 
' which could be taken in its problem area which would^reduce^the present 
scope of the System. 

1 3. In consultation. with the Task Force, to define the problem area to be 

addressed by each Study Committee, the magnitude of the fiscal target to be 
achieved by its recommendations, and the full charge to be given to each 
Study Committee. 

4. To define the method by which the reports of the Study Committees shall. 

be blended into a plan for discussion and final action by the Board of . 

a 

Regents. 

The President shall provide an interim report to the Board at its February 
meeting on the organization of the Task Force and Study Committees, the charges 
gi^en to the Study Committees, and the procedures to be used in developing the 
final report to the Board. 4 

The President shall report his recommended" plan to the Regents for discussion 
and filnal action at a special Board meeting, enabling the Board to meet the 
April 15, 1975 deadline set by the Governor. 

The President may, if he judges it to be desirable, employ consultants 
external to the System in the evaluation of the <5tudy Committee reports and for 
assistance in blending these reports into the plan to be presented to the Regents. 
' He is also authorized to take such other steps as may be convenient and necessary 

-. to accomplish the task. . 

I wish to emphasize that the clear mandate of this Task. Force is to work within 
the assumptions contained, within the Governor's letter and to meet the specific 

'J 

planning requests contained therein. 
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EXHIBIT #3 



BOARD OF REGENTS OF THE UNIVERSITY OF WISCONSIN SYSTEM 



Frank J )*cl|ftck. President 
250 E. Wisconsin Avenue 
Milwaukee 53202 
414-271*6562 V 



J. S. Holt. Secretary 
1866 Van Hise Hall 
MADISON, WISCONSIN 53706 
608-262-2324 



Bertram N. McNamam, Vice President 
615 E. Michigan Avenue 
Milwaukee 53202 
414-276-2781 



March 28, 1975 



President John C. Weaver 
University of Wisconsin System 
1700 Van Hise Hall 

Madison, Wisconsin 53706 

. -* 

Dear John: « 

■ c 

I have had an opportunity ^to^fead ovfer the System Advisory 
Planning Task Force Repop&r^ihd want to add mjr personal commendation 
for Don Smith -and the Task Force members' impressive work. 

I know that you are now at work preparing your report and 
recommendations to the Board. It is my sense of Regent expectations 
in this matter that your report will speafc not only to the specific 
charge and assumptions in the Coventor's January 8th letter to me, 
but also include a companion statement of the System's current 
approach to long-range planning and the basic assumptions regarding 
Regent and public policy upon which it is based. Without such a 
statement readers of our response to the Governor's charge will 
view it with no appropriate reference point and this would be 
unfortunate indeed. I' assume, as well, that your report will 
frame the public policy questions which the Legislature must decide. 

Perhaps*" these items were already a part of your approach and 
my suggestions will only reinforce their merit and importance. I , 
realize that, like the Task Force, you are laboring under severe 
time constraints and I look forward to receiving the report for 
discussion at our special meeting on April 18. 

Sincerely, 



Frank J. Pelisek 
President 



cc: Governor Patrick Lucey 
Board of Regents 
Chancellors 
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SUMMARY i Book X, Report of the System Advisory Planning Task Force Studying 

the Scope of the University of Wisconsin System 



Universities have been historically one of the major agencies 
through .which society cultivated the resources of knowledge 
and educated people needed to address current complex problems 
and to respond flexibly to new problems as they emerge. Viewed * 
this way, the university is an investment society makes in its 
search for a better future. This view does not automatically 
say that any level of public investment in higher education is 
necessarily either possible or productive. It suggests, however, 
that decisions to reduce current levels of investment should be 
made with caution and with thorough attention to the long- 
range implications of such decisions. 

■j 

(Prologue, Chapter II) 



The report of the task force includes more than 300 pages of reports, analyses, 
and summaries of simulations relevant to long-range planning for the university 
system. In keeping with the charge to the task force, it does not make recommenda- 
tions concerning the scope of the UW System. This summary will serve to highlight 
the most important findings of the analyses and studies. 

1. Wisconsin* s achievement and effort in higher education (Section A, Chapter VI) 

Wisconsin ranks relatively high in the proportion of population recognized 
as potential users of higher education. The state ranks 4th nationally in 
its higher education burden measured by the number of high school graduates 
in relation to population, and number of residents in state public schools in 
relation to population. It is 25th, but below the national average in dollars, 
in providing tax support for the instruction of each student in its university 
system. Wisconsin charges higher than average tuition in its public universities 
in relation to per capita income of its citizens. y 

2. Public policy issues (Chapter II) 

Five public policy issues should be resolved as the basis for av decision to 
reduce the scope of the UW System. These are: 

a. access . To what extent does the state wish to make higher education 
available to those wishing it and able to profit from it? 

* » 

b. Quality . Does the state view quality as the central or first priority to 
be maintained by public universities? 

c. Cost and campus size . Should the system seek to reduce costs while main- 
taining quality by concentrating its resources on fewer and larger 
campuses rather than maintaining more institutions of various size? 

4* Regional development . Should the state support multi-purpose universities 
in all regions of the state to enhance the intellectual, cultural, and 
economic development of all regions? 

G8 



a. 



a Variety of op tions . Should the system emphasize variety of educational 
' programs available, or offer a reduced range of liberal arts and 
professional curricula? 

implications drawn from the simulation studies. (Sections A,B,C Chapter IV). 

The task force carried out simulations of the closing of six universities, 
leve^S inters, and of phasing down or phasing out 

and schools. In addition, multiple simulations were undertaken of six classes 
of university programs: degree programs, support programs, summer sessions, 
intercollegiate athletics, and two' treatments of public service and UW- 
Extension. The task force warns against the difficulty of generalizing from 
the simulations now performed, and urges the importance of more detailed study 
of any decision under study for possible implementation. 

However, certain implications do emerge from * study of the simulations now 
performed: 

It seems clear that substantial cost savings through closing institutions . 
or major units will follow only if such steps reduce total enrollments 
in the system, either through enforced or inherent reduction .in access 
to other institutions by the students affected. If efforts are made- to 
maintain full access by absorbing, the additional students, in other 
institutions, and by increasing aid to commuter students who would 
otherwise be unable to seek university education, then the savings 
become marginal. 

A short term decision to close "a school/college can generate serious short 
tern/problems for the campus affected. Such a decision, accompanied by 
reduction in campus enrollments, could drive up per student costs of 
instruction for the remaining students by reducing enrollments more 
rapidly than adjustments in fixed costs for the campus can be made. 

Decisions on the phasing out of particular academic or support Programs 
developed an extraordinarily .complex set of interactions Closing a 
oroqram without closing the whole budget unit in which it is placed has 
program witnoui c rioaina- whole budget units has marginal 

little or no effect on costs. Closing wnoie ^ ? - • « 

effect but involves the complications alluded to in b. .Phasing out a 
Program whose faculty carry a high service load for other program, requires 
retention of most faculty and saves little. If students in the program 
transfer to higher cost -programs, these savings would disappear. 

Given the complex interactions involved, the current system process of 
program audit and review, involving judgments on program quality, need, 
productivity, and cost, is the best approach to pruning low P"°rity 
programs. Cost savings by institutions will be more the product of 
efforts to manage class size by appropriate curricular modification, and 
efforts to consolidate small budget units .than simply efforts to phase 
out programs. 

The consequences of closing an institution, in addition to the loss of 
uniaue educational programs offered, involve the loss of intellectual, 
"uural recreational and economic benefits to the community and region. 



d. 
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^hapter e ii?f Crit6ria f° T decisions to close an institution or campus. ' 
Procedures: ? 

*° d^ciaion hearin9 3h ° Uld *" pr ° Vided for community involved prior to 

b. Ample time should beUllowed between announcement of an intention to ' 
close and implementation, to permit humane and prudent' adjustments. 

c. Pour year campuses and UW Centers should be judged 'by different criteria. 

d ' 7Jl 9 f ngn Campuses for detailed study for possible phase out or phase 
down is appropriate. ^ 

Criteria: -she institution under evaluation should be judged according to: 
.a. The quality and scope of programs appropriate to its mission, 
b * Sstr iUty ° f inst -itution to fulfill its mission at reasonable 

c. Relationship of present and projected enrollments to the support of 
programs and a faculty sufficient to meet the institutional mission 
reasonable ccst. 

2 n ^? rati0n Sh ° Uld be , 9iV6n t0 ef f ect ^closure on access to higher 
education, access to unique programs in Wisconsin, and public service to the 
region* ^ v 

Consideration should be given to redefinition of mission and program scope " 
as an alternative to closing. , ^ 

Consideration sho^ be given to the human costs of closure, the costs to 
the host community, and the net savings to the state after costs associated • 
with closure have been calculated. These consequences should be screened 
against the cost to the state of maintaining the institution to see whether 
the net savings warrant sustaining the costs W closure. 

S 03 !! 1 ^"? Ca H ,pUS SiZe - (Section " c < Chapter II, Section E, Chapter IV, 
Section C, Chapter VIII) F 1 

3 CampUS ' ~ y be ident ified as "xed costs, incremental costs, 
and variable costs. Fixed costs are those needed to operate a campus of 
JK Incremental costs are the addition to fixed costs experienced as 

££e vSSlfSL 9er .I nd * eVelops .-~ Programs, colleges, and schools. 
The variable costs are those associated directly with numbers of students 
in terms of numbers of faculty required, and instructional supply and 
expense costs • 
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AS campuses decline in size, cost of instruction per student tends to rise 
»pST-Ince only VariaWe coats can be adjusted in the short tern, while 
fixed and incremental costs must apply to a smaller number of students 
Giveh time, a campus can adjust both its variable costs and """P™?* 1 
costs by reducing its scope (number of colleges and range of programs.) 

6. The relationship of costs, access and quality. (Sections A, B', C, Chap. IX, 
also Chapter VI) 

\ It is not possible to maintain quality, maintain and extend access, and _ 
' reduce cosS further. The further reduction in instructional costs for ^ne 
.coming biennium, joined to growing student numbers, will erode quality./ ^ 

" ' v ■ . - 

7. Relationship of costs and quality. (Section B, Chapter. VI) < 

Costs per stud'ent are influenced by the student/faculty ratio, average class 
size, and oresence of effective student services such as advising an£ 
counseling, and effective instructional support services such as libraries 
and instru^ional materials. Wisconsin universities now have a relatively 
hiah and growing number of students per FTE faculty member, high and 
> growing average class size, and declining levels of student and -struct.onal 
support. Such trends, if continued, inevitably lead to erosion of quality. 

o . o-«' c -««. v of cuafity. (Section 2, Chapter II; Section D, Chapter VI) 

■ Effective higher education requires high priority for quality If the st ate 
' cannot support both quality and present levels of access, then it should 
choose quality and reduced access. 

9. Prerequisites for effective long rangeAplanning. (Section A, Chapter. VII) ■ 

Effective long range, planning related to performance is need ^y the 
University System and the state. Such planning is possible pnly_if the 
systel and is institutions can project with reasonable accuracy both the 
!?T m !nh« taraets and £he resource expectations of each institution on a 
. • • four year front'wlth constant updating. The ability to do this depends on a 
reasonable contractual understanding between the system and state government 
expectations for the system, -including numbers of students to 
be taught, and the resources which could be expected to achieve those 
>^ performance expectations. 

10.. Targeted Capacity Funding. (Section E, Chapter IV) » 

♦ -Study in depth should be undertaken of Targeted Capacity Funding as a 
' Procedure for defining the instructional targets of the system and its 

: • the resource requirements for such targets on a four year 

. - "source expeotat, for 

eacn institution, and would permit flexible ad 3 ustment of. targets. and 
expectations as annual experience warranted. 
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11. Defining productivity in higher education. (Section C, Chapter VI) 

f Productivity in instruction is the relationship of the cost of instruction ' 
, ' - to the quantity and quality of learning it engenders. Low cost instruction 
which produces little learning is not productive instruction. An increase 
in cost accompanied by a greater increase in learning would be productive, ss, 
Across the board measurement of the productivity of human service enterprises 
is not now ^feasible, although in specific kinds of learning such direct 
measurement can be made. Indirect^mtfasuresfents can be made. 

12. Definition and evaluation of quality. (Section D, Chapter* VI) ^ 

Quality can be defined as the quantity and quality of learning achieved, 
the quality,, and quantity of the sfcholarly and research output, and the 
quality and quantity of the public service provided. Specific questions' . * 
, point to the kinds of evidence that can be provided, as an in^ex of the 
quality of a university. Quality can be evaluated and judged. 

13. Faculty/staff development arid early retirement programs. (Sec. B,^ Chap. VII) 

To anticipate changes in student preferences, and changing enrollments in 
the 1980s, it would be wise to initiate a long range program of faculty * 
and staff development to fit highly prepared professionals now in. employment 
for new roles and positions. 

In a period of static or declining enrollment and resources, the flow of 
\ new persons into the faculty and staff; is greatly reduced, ' Thus, to maintain 

the vitality and quality of the University, it would be wise to initiate 
fl incentives for early retirement. This would^also help adjust faculty and staff 
resources to changing needs, student preferences, and new roles. Such 
incentive programs would be expensive^ 9 

14. Consolidation of UW-Superior and UM-Duluth (Section D, Chaptfer IV) 

The task-force provides a status report on the feasibility study of 
strengthening cooperation between UW Superior "and UM ^uluth, including the 
. feasibility of consolidation into a single university. 

* .* 

15. Consortial planning. (Section E, Chapter V)* 

The Western Central Wisconsin Consortium is an example of cooperative 
planning by four System universities to control program duplication, share 
resources, and plan new directions. Strengthening such a regional consortium 
would support effectx\3 system planning and performance. 

16. Investment in cost-control. (Section D, Chapter V) • 1 

Investment in educational development can have long term post benefits if "the 
investment .strengthens interinstitutional planning and practice, and sets 
cost control objectives. Three areas where such investment has great ~ ' 
potential are: s . 
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a. inter library planning and service; * * 

c 

b. interinstitutional applications of educational techriolpgyj and 

^ * ~\ 

c. statewide development of external degrees based on competence criteria , and 
individualized curricula. Regents Statewide University seeks to 
coordinate such a development with the system Xiniversities providing the 
degrees. 

Marketing Wisconsin's educational resources. (Section C, Chapter VIII) 

The relationships between' the fixed costs , incremental costs r ana variable 
costs /of* a campus raise the interesting possibility that it might be more 
economical for a state to ldwer out-of-state tvlition charges for some of 
Its border campuses as a way to use more fully their educational capacity than 
to keep. such charges highland the campuses underutilized. A "break even"; 
analysis could develop that reducing tuitions and increasing utilization 
would ad<J little to direct costs while adding the economic return from 
additional .numbers of out-of-state students. 

Enrollment projections through the 1980s. -(Section C, Chapter I; Appendix 
Exhibits E, F, G.) ... 

* " 

Projections using the current methodology show that enrollments 
for the system will increase for the next five years , retrain ibcvc 1074-75 
levels until 1983, and decline below 1974-75 levels thereafter until by 
1992 they are 13% below the current level. This method projects enrollments 
on the basis of the relationship of the 18 year old population in each 
year to total institutional and system enrollments as this relationship * 
has developed historically. . ' , 

The task force d^d it? studies on the basis of the enrollment projections but 
underscored the urgency of maintaining capacity for flexible response as trends 
actually emerge. Closing institutions while enrollments are rising , . 
reaction to declines projected 10 years from now, would be unwise, the' V 
<task force observed* * " * \ 
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PROJECTED ENROLLMENTS 
UNIVERSITY OF WISCONSIN SYSTEM 



Four alternative approaches to the projection of student enrollments In the 
University of Wisconsin System are outlined below. An overview of the basic 
methodology and the primary assumptions Is provided for each alternative; 
in addition, a table of projected student enrollments in the University System 
through 1992 ts appended, based upon each alternative. 

The most optimistic enrollment picture jls provided by the Age Strata (Trend) 
alternative^ followed in decreasing order of optimism by the Age Strata (Con- 
stant) , 18 Year Old Cohort (Regent Approved), and, finally, the 18 Year Old 
Cohort (Dresch Effect) methodologies. A summary of the systemwide enrollment 
projection data based upon these four approaches is provided in Table 1. 

18 Year Old Cohort : Regent Approved 

This projection is based primarily upon the proportion of the state's 
eighteen year old population attending the University of Wisconsin System. 
The traditional cohort survival technique then is used to estimate the 
anticipated numbers of sophomores, juniors and seniors in the System. The 
sun/of^these separate estimates provides the total undergraduate enrollment 
projection for the University of Wisconsin System. 

This projection is based upon one primary assumption. It is assumed that 
the proportion of the eighteen year old population attending trie University 
wiir remain essentially constant through 1985, with a slight increase in 
that proportion from 1985 to 1992 • (See Table 2) 

0 * . 

Age Strata; Constant 

In this approach, estimates of future enrollments are made by age group. 
The sum of the estimates for all age groups provides the total enrollment 
projection for the University of Wisconsin System. 

This projection is based upon a single primary assumption. It is assumed 
that the proportions* of the state population attending the University-* 
both under and over age 23 — will remain at the present level through 1990. 
(See Table 3) Since the Department of Administration population projections 
used included data for five-year intervals only, no data are shown in the 
table for 1992. ^ 
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In this approach to enrollment projections, estimates of future enrollments 
are made by age group. The sum across all age groups then provides the total 
enrollment projection for the University of Wisconsin System. 

This projection is based upon two primary assumptions. First, the proportion 
of the state population irr the age group 23 years of age and older attend- 
ing the University will continue to increase, but at a decelerating rate. 
This assumption stems from the observation that this, proportion has been 
rising in the past several years. Second, the proportion of the eighteen 
year old population attending the University will increase slightly through 
1980 and then return gradually to the 1971 level by 1990. (See Table 4) 
As in the Age Strata; Constant projections, the DOA population projections * 
included data for five-year intervals only. 

18 Year Old Cohort: Dresch Effect 

This projection, like the Regent-Approved projection, is based primarily 
upon the' proportion of frhe state's eighteen flear old population attending 
the -University of Wisconsin System. The traditional cohort survival technique 
then is used^to estimate the anticipated numbers of sophomores, juniors and 
seniors in the System. The sum of these separate estimates provides, the total 
undergraduate enrollment projection for the University of Wisconsin System. 

This projection also is based upon a single primary assumption. It is 
assumed that the proportion of the eighteen year old population attending the 
University will decline slightly through 1985, with stabilization occurring 
in that proportion from 1985 through 1992. This assumption is in the spirit 
of the thesis advanced by S. P. Dresch that the percentage of the national 
population seeking a traditional higher education will decline in the decades 
ahead due to an o^er^supply of college graduates in many fields. (See Table 
5) / * 



i 
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Table 1 

UNIVERSITY OF WISCONSIN SYSTEM ENROLLMENTS 
1974-75 ACTUAL AND 1980-1992 ESTIMATES 



1 

Year 


18 'Year Old Cohort: 
Regent Approved 


1 

Age Strata: 
Constant t 


Age Strata: 
Trend 


18 Year Old Cohort: 
Dresch Effect 


ACTUAL . 


1974-75 


139,891 








ESTIMATED 


1976-V 


145,968 


147,678 

* * 


' 149,404 


145,257 


1978-79 


150,767 


154,300 


157,866 


149,299 


1980-81 


149,653 


154,913 


160,223 


147,467 


1982-83 


» 144,279 


. 154,067 


161,671 


138,574 


1984-85 


135,855 


153,221 '• 


163,119 


127,096 


1986-87 


129,154 


151,202 


165,015 


117,398 


1988-89 


130,075 


148,012 


167,355 


114,571 


1990-91 


127,618 


144,822 


169,696 


108,812 


1992-93 


122,169 


141,632 


172,035 


104,166 



j 
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Table 2 
UNIVERSITY OF WISCONSIN . 
RESIDENT NEW FRESHMEN 
Actual Fall 1968-1974 and Estimated Fall 1975-1992 



Fall 



Age Pool 



Residents 



Relation ' 



1968 


82,034 


N 23,732 


28.93 


1969 


87,819 


25,621 


29ll7 


1970 


88,941 


25,599 


28.78 


1971 , 


88,408 


23,652 


26.75 


1972 1 / 


91,570 s 


22,078 


24.11 


1973 / 


92,333 


21,724 


23.51 


1974 / 


: 93,496 


21,685 


23.19 



1975 
1976 
1977 
1978 
1979 
1980 
1981 
1982 
1983 
1984 



1985 
1986 
1987 
U88 
1989 
1990 
1991 
1992 



96,398 
95*950 
98,518 
99,493 
98,435 
94,497 
91,605 
88,910 
82,919 
80,412 



75,797 

74,257 

74.324 

77,455 

71,976 

64,719 

61,216-e 

62,000-e 



to to f to 



22,614 
23,267 
23,591 
23,258 
22,300 
21,679 
21,099 
19,710 
19,125 



18,381 
18,356 
18,722 
19,875 
18,807 
17,209 
16,565 
17,069 



*>■» en 

23.57 

23.62 

23.71 

23.63 

23.60 

23.67 

23.73 

23.77 

23.78 



24.25 
24.72 
25.19 
25.66 
26.13 
26.59 
27.06 
27.53 



UNIVERSITY OF WISCONSIN SYSTEM ENROLLMENTS 

1974 ACTUAL AND 1980-1990 ESTIMATES 
A|g Strata : Constant 



1 


1974-75 


1 


980 


19 


85 


1990 




ACE POOL 


UW 

ENROLLMENT 


(X) 
RELATION 


ACE POOL 


UW 

, ENROLLMENT 


ACE POOL 


UW , 
ENROLLMENT 


ACE POOL 


UW 

ENROLLMENT 


15-19 


465,110 


39,456 


8.483 


' 464,100 


39,396 


385 200 


32,677 


398,500 


4 33,80S : 


20-24 


393.660 


63,569 


16.148 


444,000 


71,698 


436,400 
441, 2^* 


70,471 


362,700 


58,570 


25-29 


319,380 


20,112 


6.297 


400,800 


25,239 


27,783 


435,100 


27,399 


30-34 


265,670 


7,036 


2.648 


331,200 


8,771 


408,300 


10,813 


452,600 


11,987 


35-39 


232,740 


3,582 


1.539 


276,300 


4,252 


329,600 


5,073 


409,100 


6,296 


40-44 


228,270 


2,319 


1.016 


233,500 


2,372 


27S,400 


2,808 


327,900 


3,331 


45-49, 


241,340 - 


1.401 


0.614 


221,000 


1,356 


230,500 


1,414 


273,300 


1,677 


50-5! * 


236,170 


965 


0.40* 


234,500 


958 


215,500 

c 


881 


225,200 


920 


55-64 


418,720 


\.. 


0.201 


432.600 


4? 871 


. 435.4«tf 


877 


415.700 


837 


TOTAL 


2.801.060 I 


139.363 1 4975 


3.038.300 


154.913 


3.158.500 


152.797 


3.300.100 


144.822 
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Tabla 4 

WIVE IS ITT OF WISCONSIN SYSTEM UKDEICRAOUATI STUDENTS 
1971-1974 ACTUAL AND 1980-1990 ISTIMATRS 
Aga Strata t Tran4 



Aga 


1971-72 


1974-75 


1980-61 


1985-86 


1990-91 




A|a Pool 


Enroll. 


S Ral 


Aga Pool 


Uroli. 


S Ral 


Aga Pool 


Enroll. 


S Ral 


A6a Pool 


Enroll 

/ 


X Ral 


Aga Pool 


Enroll. jl Ral 


15-19 
20-24 
25-34 
35-44 
4 5-64 


441,140 
351,240 
S26.$60 

487,940 
884.310 


44,083 
57.409 
10,864 
2,091 
1,082 


9.993 
16.345 
2.065 
0.447 
0.122 


465,110 
393,880 
585,030 
461,010 
898,230 


39,515 
57,215 
15,107 
3,054 
1,861 


8.498 

14.534 
2.582 
0.662 
0.208 


484,400 
444,000 
732,000 
509,600 
888,100 


39,455 
64,531 
22,677 
4,476 

2.6,20 


6.496 
14.534 
3.096 
0.878 

v 0il95 


385, 2p6 
4 36^00 
*49,300 
^606,000 
861,400 


32,727 
63,426 
30,701 
6,630 
3,367 


6.496 
14.534 
3.614 
1.094 
0.362 


396,500 
362,700 
887,700 

737,000 
914,200 


39,622! '•") 
59,263! 16.349 
32,061; 3.614 
6,063; .,094 
3,492; 0.362 


Total 


2,870,730 


115,531 


12,801,060 

1 


U6,7S2 




3,036,300 


133*739 




3,156,500 


13*. 851 




3,300,100 


142,741! 

1 



TOTAL STUDENTS 
Graduata 









Undargraduata 


4 

Profaaalonal 


Total 






1971-72 


115,531 


16,171 


133,702 


t 




J974-7S 


116,752 


23,139 


139,691 






1960-61 


133.759 


26,464 


160,223 






1965-64 


136.651 


26,994 


163,645 






1990-91 


142,741 


26,955 


169.694 



* 
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Table 5 

UNIVERSITY OF WISCONSIN SYSTEM ENROLLMENTS 
1971-74 ACTUAL AND 1930-1990 ESTIMATES 
Eighteen Year Old Cohort: Dresch Effect 





Undergraduate 
18-21 Age Pool : Enroll. 


Relation . 


Graduate 
and 

Professional 


Total 


1971-72 


347,202 


115,531 


33.275 


18,171 


133^702 


1974-75 


365,807 \ 


116,752 


31.916 


23,139 


139,891 


1980-81 


390,943 


121,003 


30.952 


26,464 


147,467 


1985-86 


328,038 


95,315 


29.056 


26,994 


122,309 


1990-91 


288,474 


81,857 


28.376 


26,955 


108,812 


1992-93 


259.911 


77.191 


29.699 


26.975 


104.166 



/ 



* 

o 

ERJC 



1 
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| Scale** 



160 



140 



xf 
120 



100 



80 



60 



40 



20 



U.W. HEAD-COUNT ENROLLMENTS 1953-1974 
U.W. GPR APPROPRIATIONS* (IN 1953 DOLLARS) 1953-1974 

9 




ENROLLMENT 



1950 1955 1960 1965 1970 . 1975 

* Excluding Fringe Benefit*. 
** Students In Thousands, Dollars in Millions. 
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EXHIBIT #7 



SUMMARY REPORT 
PHASE I 
ECONOMIC IMPACT STUDY 
AND FISCAL IMPACT STUDY 



I. Introduction 

On January 8 f 1975 Governor Lucey asked "the UW System to prepare a 
comprehensive plan for phasing out, phasing down, or* consolidating existing 
centers, campuses, colleges, and programs* of the System^for the purposes of 
helping to generate over the next four to six years the resources needed 
to maintain the quality and health of the UW System as a whole.. 

In response to this, a Systemwide Task Force was constituted .to provide 
advifce and counsel to the President in preparing an appropriate response. 
The Task Force was' organized into, four Study Committees to examine various 
aspects of the System reduction issue from various perspectives. 

Iriterest in the economic consequences of phasing out institutions was 
recognized early. Thus it. was decided that economic and fiscal impact studies r 
should be undertaken to provide information to the Regents and the Legislature 
to provide an economic perspective for their decisions. Such studies are 
not directly related to educational judgments on phase-out. However, they 
are of interest in public policy decisions. 

Yor this reason, cooperation was sought from and provided by the 
Department of Administration, and a joint committee was established between 
state government and the Task Force to design and carry through economic 
and fiscal impact studies. This jLs Phase I of these studies. A second 
more detailed study will follow fbr reporting to the Regents by September, 
19 75. V > 

This is a preliminary report of the economic and fiscal impact group . 
These findings should be read as very preliminary, subject to the gathering 
of more detailed data and more careful .analysis of the findings. Careful 
attention should be given to the qualifications and constraints described 
in the detail of the preliminary report* ^ t 

II. Study Organization , i 

The full membership of the joint state government task force for these 
studies is as follows: 

Jack Huddleston, Economist, Department of Administration 
Hans Isakson, Assistant Director, Urban Research Center, UW-Milwaukee 
Jerome Johnson, Professor, Economics, UW-Eau Claire * 
William Komsi, Assistant Chancellor, UW-Milwaukee 
Douglas Lamont, Senior Academic Planner, Central Administration 
Guy Phillips, Economist, Department of Revenue 
Ved Prakash, Professor, Urban Planning, UW-Madison 
Henry Raimondo, Economist, Department of Revenue 
Monroe Rosner, Project 'Associate, Inst, of Env. Studies/Ag. Econ. ,UW-Madlson 
v Roger Schrantz, Department of Administration 
Richard Stauber, Professor, Governmental Affairs, UW-Extension 
William Strang, Associate Profes'sor, Business, UW-Madison 
Phil Sundal, Economist f Department of Business* Development 
Jon Udell. Profp«sor. Ru«1np««. T!W-MaH* <*nn 
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The actual studies themselves are being directed arid undertaken by 
personnel from the UW System: 1 

Hans Isakson - Economic Impact 
Ved Prakash -«■ Fiscal Impact Study 
Monroe Rosner - Fiscal Impact Study 
Richard Stauber - Fiscal Impact Study 

The state agency personnel are assisting in supply data and professional 
expertise. 

III. Economic Impact - Study Design 

The basic design of this study follows a model developed for the 
American Council on Education. The ACE model has been used as a basic 
guide, and some departures from this model are made to better mirror particular 
town-gown relationships. 

In estimating the initial or>first round economic impact of an institution 
of higher education, the basic measurement criteria la to include only those 
expenditures that would not have been made in the community without the 
presence of the university. It is important not only to determine this 
figure" but also to take it apar^ and examine its composition* 

When viewing the economic effects of a university, it is convenient 
to examine various relationship? between sectors of the local economy and 
parts of the university. Most Institutions can be divided roughly in two 
halves: spending by the people who make up the university community, and 
spending-by the university itself. The local economy can also be divided r<a 
roughly tnto two : >arts, the private economy sector and the public or govern- 
mental sector. The private economy of the community can be broken down into 
various expenditure categories .j The public sector is composed of various 
local governments with which the university relates. All these sectors 
and sub-sectors interact. \ 

The study is divided into two phases: Phase I which was concluded by 
March 21, 1975 and Phase II which began immediately following the completion 
of Phase I and will end August 31, 1975. Due to the stringent time constraints 
upon Phase I, the results from it will not be as thorough or complete as 
those of Phase II. 

Time limitations on Phase I economic impact studies forced the use of 
average student and staff spending patterns gathered in studies of major 
universities across the nation. These average spending patterns from other 
universities were then applied to specific campuses in Wisconsin, producing 
an approximation of the first round economic effects on that community. 
Phase II studies, to be completed by September, will gather specific spending 
information^dlstinctive to each campus. 

, Expenditures by each qarapus in the local area were more precisely 
estimated, reflecting actual expenditures for 1973W4. 



4* 

Caffrey, John and Herbert H. Isaacs, Estimating the Impact of a College 
or University on the Local Economy , American Council on Education, 
Washington, D. C. .1971. 

r 
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J5^3^r^%± for ..cn^u. Is *~ U tn. 

tables of the appendix. 

TV F c Tmp.^ - Study Limitations/ 

. the Economic tmpact Co-ltt... because of •""^JE'SSm. 
recognized that only appro.t^ttot,. of -™°f x ^»r"at waa available la a 
in Phase I. All that Mu " be , do "f '" e ^ no ^ c ^act-student spending, 
tabulation of approximate first "^"^f J„" he ar ea. etc—unadjusted . 
faculty and staff spending, campua P»r<= ho « s l"„ ader should recognize 
for the ripple effects of a dyadic economy. »• "13 ^ economic effecta 

^odu^dln 1 ^ Phase^studles'^be eignlflcantly different from the 

effects estimated here. 

There are four -Jor ^J^her^ 
spending. Time did not permit the f ^ 8 a ° a *e rage of student spending in 
for each of the campuses studies. £" e * d '.j^sUy of Virginia, UW-Mllwaukee 
other economic studies (Howard Univ « sl ^'"";^" * ers± * uw-Green Bay, etc.) 
Arl2 ona, State, University ^"^J^^i^KSS^^ *» the 
was used. An average of «^J e ^ U g?0 per month off-campus spending is 
community area was used. «** th " ^"lle £ d other stu dent spending patterns 

38E - clfic lnformation 18 needed 

for faculty and staff spending in the community. 

Second is that e*pendi^ 
the'dollars that are actually retained in the commy stores in 

the appendix shows that W^""** 23 ^™^ a part of that $234,000 
Baraboo by students, faculty and staff . Yet, only^ p buslne88e8 ln ■ 

is utilized to B" chas %^'^ chag e 8 commod ties for retail sale, pay state 
Baraboo. The rest is used to P""^ S * ghl g>and other retail store costs 
and federal taxes; purchase store 'j^g 8 ^.. wlll estimate the extent 

Xhird, Phase I approximates only ^S^S-lUr 
there are effects beyond th ^% dl " C ^ a ° n economy . This multiplier increases 
is spent and respent throughout for examp ie, a multiplier of 

first round economic ef fects. ^ ^os Ange u i tlma te $2.20 effect in 

2.2 was calculated-every dollar spent produced dlfferent fro m the., 

the total economy. Certainly the L. A. economy ^ u m approprl ate 

ru^e^rdire^ 

that community can be estimated. 

.. The fine! major stud, limitation u that It does not ..tl-te^tran 
t^C^^ ^transfeTto^other -mpus .111 transfer all or p. 
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of their associated economic as well. To the extent that this occurs the 
closing of a campus rearranges the Wisconsin economy, but the economic impact 
is not lost to the statewi'.e economy. Transferability of economic impact 
was not measured in these Ph^se I studies, but will be estimated in the 
Phase II studies. 

V. Economic Impact - Preliminary Findings 

Approximate first round economic effects for each of the thirteen campuses* 
studies are available in detailed form in the technical reports. Attached 
as an appendix to this summary report is a one page summary of the primaty 
economic effects for each campus. This section explains the effects shown 
for one campus, Marshfield, to help the reader understand the append^ 
tables. p 

\ The UWC-Marshfield/Wood County has 394 students and 45 faculty and staff. 
Ufcing the $2,477 per student assumed spending average, and the assumption 
thkt 78% of faculty and staff salaries are spent in the Marshfield area 
coimkmities, a total of $752,000 is annually expended in the Marshfield 
areaA Again using national averages, $75*, 000 is categorized into, $30, 000 
for retail sales, $181,000 for rent and mortgages, and $270,000' for miscellaneous 
serviced. As a proportion of the total Marshfield area economy, $752,000 
is 00.171. of the area's total economy. 

Campuk expenditures in the Marshfield area totaled $38,000. This 
includes abdut $8,000 for wholesale trade— about 00.002% of the total area s 
wholesale trdde, some $27,000 for miscellaneous services— about 00.080% of 
the total arei miscellaneous services, and $3,000 for manufacturing expenditures. 

Usirffc national averages, the checking and savings balances of students, 
faculty, and staff are estimated to be $249,810— about 00.15% of all checking 
and savings balances in the Marshfield area. 

Finally, UWC-Marshfield/Wood employs forty-five faculty and staff. That 
represents 00,40% of the total Marshfield area employment of 11,350. 

Similar summaries of the preliminary first round economic effects are 
included in the appendix for UWC-Baraboo/Sauk County, UWC-Barron Covin ty, 
UWC-Marinette County, UWC-Medford, UWC-Richland, UWC-Rock County, UW-Green Bay, 
UW-Parkside, UW-River Falls, UW-Stevens Point, and UW-Superior. 

VI. Fiscal Impact - Study Design 

A second major aspect of the economic impact of closing institutions 
is the effect on the public finances of the campus community. That is the 
subject of the Fiscal Impact Conmittee. 

Because of the two-phased approach to the problem, the researchers 
chose to study only two UWS institutions at the outset. The intention was 
to develop and test a methodology which xould be applied to additional 
campuses for the Phase II report. In the meantime, certain broad generalizations 
may be drawn about the fiscal impact of phasing down other UWS institutions. 
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Local government finance in- Wisconsin is extremely complex; a consequence 
of a myriad of programs of aids, shared taxes and in lieu payments. These 
state financial programs tend to substantially moderate .and compensate for 
direct fiscal impacts. Moreover, there are few points of fiscal interaction 
between the campus and. the community. For these reasons, the fiscal impacts 
of closing a UWS" institution are modest. They are more modest than impacts 
upon population and the local economy generally. 

For both case studies, UW-Stevens Point and UW Center-Richland; the - 
fiscal effect of closing the campuses -is. reviewed in this way: , the effect 
on city, county and school district expenditures is estimated; revenue 
changes froma campus closing were estimated; and the effects of st&te aids 
and shared taxes were estimated, also. These -fiscal impacts were then 
translated into net effects on the property tax liability for the typical 
property owner. 

VII. Fiscal Impact - Preliminary Findings 

For the City of Richland Center, it was estimated that revenues would 
decline by $28,000 in the initial year after the closing, primarily from 
lower sales by the municipal electric and other utilities. Expenditures 
«5uld be reduced by $26,000*, primarily in municipal utility costs. Under 
one set of assumptions made by the researchers, school district costs would 
have a net zero effect, i.e., a $24,000 reduction in costs and a $24,000 
reduction in state school aids. ^Richland County, the owner of the campus 
facility, would need to expend $80,000 to maintain the facility on a standby, 
unoccupied basis. If the campus facility could be used for another public 
purpose, then those maintenance costs could be charged against that alternative 
use. If the campus facility is unoccupied, the county would need to spend 
$80,000 per year to maintain it, and property taxes would rise by $.54 per 
$1 000. In subsequent years as the impact of the formulas for state aids 
and shared taxes is fully felt, then there is the possibility that the average, 
fiscal impact would be an increase in property taxes of approximately 2.5%, 
half of which is attributed to the $80,000. 

UW-Stevens Point is a much larger, more dominant campus, and the fiscal 
impact of closing that campus is much more difficult to" estimate. For the 
City of Stevens Point, it is estimated that revenues would decline by 
$410,000 in the initial year after closing, half of which is due to reduced 
per capita state tax sharing. Initial year expenditures would decline by 
$170,000. Portage County finances would be affected by a $55,000 loss of 
per capita shared taxes, declines i» federal revenue sharing, and increased 
costs for county services attributable to' the closing (e.g., hiring, more 
case workers). It is anticipated that the reduction in state school aids 
would be offset by declines in school district costs; thus, the impact on 
the mill rate for school purposes would be neutral. » 

A central factor in the fiscal impact of the closing of UW-Stevens Point 
is its effect on the Stevens Point real estate market. If the 39% population 
decline acted to lower property values, then property tax rates would have 
to be increased to maintain current service levels. One hypothesis posed 
in the study is that residential property values in Stevens Point would 
decline by 20%, representing a 10% overall reduction in the value of property * 
in the city, and an 8.5% reduction in the property value in the school district, 
if that did occur, property taxes could increase by 20% in the initial year, 
stabilizing at about 11-12% higher in later years. 
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Phase I studies did not thoroughly evaluate the effects of campus 
closings on the community real estate market. The effect on property values 
is a key determiner of property tax impact, and will be more thoroughly 
studied in Phase II. 



Once more it must be reiterated that* economic and fiscal impact studies 
are not directly related to educational judgments on pahse-out, but are of 
interest in public policy decisions. Those making major public policy decisions 
should have accurate economic and fiscal impact data for assistance in making 
those decisions. To that' end, the joint group is proceeding with a more 
detailed and refined Phase II of the studies. 



VIII. Summary 




e 
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UW-GREEK BAY 
A PRELIMINARY FIRST ROUND ECONOWIC KFIT.CTS 



Student, Faculty and Staff Expend ifcures 

4 * • 

H 

Retail Stores 
Rent and Mortgages 
Miscellaneous * Service 

* Total 

Loca It Institution al Expenditures 



Ongoing ^xpend J tures 
Wholesale Trade 



u 

Amount , 
$31762,000 

, 2,185,000 

'2 

3,328,000 



$9,275,000 



Miscel lau**.mi« 
Manufacturing 



. Total 

T 

* •' Construction Expenditures 
Cncckinq and Saving Balances * 

V -Institutional, Student, Faculty 



and Staff Recounts 

Percent of Total. Area 

/ * 

Employment 

— — *■ * * 

UW -Green Bay Employment 

Percent of Totnt Area 



Amount 

$ 256, Q00* 
. 385,000 3 
25,000 : h 

$ " 666,000 s 
$1,990,000 

iSt2,934,'683, 

v 575 
' ,97. . 



Percent of Area 
Total Economy 

.547. 



1'. 197. 



Percent of Area 
Total Economy 



.03% 
.487. 



, l Area includes all municipalities within 30 miles of campus. o 
2 Does not include visitors' 'spending of $69,000.' 
^oes not include minimum maintenance costs of $218,000. > 



PRELIMINARY FIRST ROUND ECONOMIC EF1-ECTS 



Student, Faculty and Staff Expenditures 

Retail Store* 
j Rent and Mortgages 

Miscellaneous Service 

total 

Local -Institutional Expenditures 

• t. » i 

Ongoing Expenditures 
Wholesale Trad© 
Miscellaneous 
Manufacturing 

Total 

Construction Expenditures 

Checking and Saving Balances 

Institutional, Student, Faculty 
- and Staff Accounts 

Percent of Totnl Area 

Employment 

t 

UW-Parkside Employment 
Percent of Total Area 



Amount * 
$3,165,000 
1,875,000 
2,830,000 2 

$7,870,000 

► 

Amount 

$ .245,000 
696, O00 3 
25,000 

966,000 
$1,314,000 

$3,746,573 
.44% 

500 
' . .57. 



Percent of Area 
Total Economy 



*57% 



1.29% 



Percent of Area 
Total Economy 



.05% 
1.20% 



Area includes all municipalities within 30 miles of campus. 

2 Does not include visitors' spending of $69,000. 

3 Does not include minimum maintenance- coats of $241,000. 



UW-PIATTWILLE 

> 

PRE UM1HARY FIRST ROUND ECONOMIC EFFECTS 



Student, Faculty and Staff Expenditures 

>< • 

Recall Stores 
Rent and Mortgages 
Miscellaneous Service 



Total 

Local Institutional Expenditures 
4 

/ Ongoing Expenditures , 
Wholesale Trade 
Misce i inneous * 

e 

Manufacturing 

✓ 

Total 

Construction Expenditures 

Checking and L* avlnft Balances 

Institutional, Student, 
and Staff Accounts 

Percent of Total *Area 

*. , 

Employment 

UW - P la t tiev i 1 le^rap loyment 

Percent of Total Area 




Amount 
$ -4,505,000 
2,686,000 
4.042.000 2 

$11,2^3,000 

' Amount 
1$ 100,000 

3 

336,000 
143,0*00 

$ 972,000 
$ o 



{ 



ulty 



$ 2,183,061 
1.317. 

574 
10.27. 



Percent of Area 
Total Economy 

3.547. 



8. 197. 



Percent of Area 
Total Economy 



.077. 
3.307. 



1 

l Area Includes /all municipalities within 30 miles of campus. 

2 Does not Include visitors' spending of $69,000. 

3 Does not include minimum maintenance costs of $393,000. 
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-10- 
UW-RIVER FALLS 
PRELIMINARY FIRM ROUND ECONOMIC KFFKCTS 



Student, Faculty and Staff Expend It urea 

Retail Stores 
Rent and Mortgage** 
Miscellaneous Service 



Amount 
$ 4,813,000 
2,899,000 
4,343,000* 



Percent of Area 
Total Economy 

.937. 



Total 

Local Institutional Expenditures 

Ongoing Expenditures 
Wholesale Trade. 
Miscellaneous 
Manufacturing 

S 

Total 

Construction Expenditures 

Checking and Saving Balances 

Institutional, Student, Faculty 
and Staff Accounts 

Percent of Tot* I Area 

Employment 

UW-Rivcr Falls Employment 

Percent of Total Area 



$12,055,000 



Amount 

$ 753,000 
383, 000 3 
30,000 

$ 1,166,000 
$ 6,000 



$ 1,850,686 
'1,35* 

58b 
12.57. 



2.207. 



Percent of Area 
Total Economy 



.067. 
1.177. 



9 

:RLC 



l Area includes all municipalities within 30 miles of campus, 
Docs not Include visitors 1 spending of $69,000. 
3 Does not include minimum maintenance coats of $341,000. 
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W-STEVEHS POINT 
PRE L I MI NARY FIRST ROUND ECONOMIC KFFKCTS 



Student, « Facility and Staff Expenditures 



Retail Stores 
Rent and Mortgages 
Miscellaneous Service 

Total 

Local Institutional Expenditures 

Ongoing Expenditures 
Wholesale Trade 
Mlsce I lanonus 
Manu fiictur Ing 

Total 

Construction Expenditures 

Checking and Saving Balances 

Institutional, Student, Faculty 
and Staff Accounts 

Percent of Total Area 
Emp loyment ■ • 

UW-Stcvcns Point Employment 
Percent of Tori I Area 



Amount 
— ; — r 

$ 8,968,000 
5,426,000 
8,112,000 2 

$22,506,000 

Amount 

$ 533,000 
506, 000 3 
109,000 

$ 1,148,000 
$ 9,000 

$ 3,601,352 
1.21% 

973 
7.37. 



Percent of Area 
Total Economy 

' 1.44Z 1 



3.25% 



Percent of Area 
Total Economy 



.067. 
.717. 



ERJC 



l Aren includes all nntniclpa llties within 30 miles of campus, 

2 Does not include visitors 1 spending of $69,000. 

3 Does not Include minimum maintenance costs of $526,000. 
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-12- 
W-SUPERIOR 

PRELIMINARY FIRST ROUND ECONOMIC EFFECTS 



Student, Faculty and Staff Expend tturea 

Retail Stores r . 
Rent and Mortgages 
Miscellaneous Service , 

Total 

Local Institutional Expenditures 



Amount ' 
$ 2,689,000 
- 1,564,, 000 
2,38i,000 2 

$ 6,634,000 



Amount 

, $ 213,000 
128, 000 3 
16,000 

$ 357,000 
$ 8,000 



$ 1,970,530 
1.57% 

444 
4.9% 



Percent of Area 
Total Economy 

.597. 



:RIC 



v^)ngoing Expenditures 
Wholesale Trade 
Miscellaneous 
Manufacturing 

Total 

Construction Expenditures 

Checking and Saving -Balances 

Institutional, Student, Faculty 
and Staff Accounts 

Percent of Total Area 

Employment ' 

UU-Superior Employment 

Percent of Total Area 

*Area includes all municipalities within 30 miles of campus. 

Does not Include visitors 1 spending of $69,000. 
3 Does not include minimum maintenance costs of $245,000. 
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1.367. 



Percent of Area 
Total Economy 



.05% 
.35% 
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UHC-BARABOO/SAUK COUNTY 
itgpi.TMTNARY FIRST ROUND ECONOMIC EFFECTS 



Student, Faculty ontl *t:itl Expenditures 

Retail Stores 
Rent and Mortgages 
Miscellaneous Service 

, Total 

Local Institutional Expenditures 

* 

Ongoing Expenditures 
Wholesale Trade 
Miscellaneous r 
Manu facturln^ 

Total. 

Construction Expenditures 
checking and Saving Balances 

Institutional, Student, Faculty 
and Staff Accounts 

Percent of Total Area 

Employment 

4JWC-Baraboo/Sauk Employment 

-. 

Percent of-Tot.nl Area 



Amount 
$ 234,000 
140,000 

2 

210,000 



^ 



$ 584,000 



Amount 

$ 4,000 
49.000 3 
4i000 

> 57,000 
$ o 



/ 

$ 195,754 
.09% 



37 
.57. 



Percent of "Area 
Total Economy 

.267. 



.587. 



Percent of Area 
Total Economy 



.017. 
.45% 



erJc 



l Area includes all municipalities within 30 miles of campus. 
2 Docs not include visitors' spending of $34,500. 
3 M inimum maintenance costs have been estimated to be $60,000. 
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UWOBARKOH COUNTY 
PRELIMINARY FIRST ROUND ECONOMIC EFFECTS 



Student, Faculty and Staff Expenditures 

Retail Stores 
Rent and Mortgages 
Miscellaneous Service 

Total 

Local Institutional Expenditures 



Ongoing Expenditures 
Wholesale Trade 
Miscellaneous 
Manufacturing 

Total 

Construction Expenditure^ 
Checking and Saving Balances 

Institutional, Student, Faculty 

and Staff Accounts 

/ 

Percent of Total Area 
Emp loyment 

UWC-Barron County Employment 

Percent of Total Area 



Amount 
$ 444,000 
264,000 
$98>000 2 

$1,106,000 

Amount 

$ 16,000* 
60.000 3 
5,000 

$ 81,000 
$ ' 0 

$ 324,650 
.247. 

49 
.7% 



Percent of Area 
Total Economy 

.597. 



r, 



1.37X 



Percent of Area 
Total Economy 



.04% 
1.13% 



lupus, 



1 ' 

Area includes all municipalities within 30 miles of en 
Z Does not include visitors' spending of $34,500. 
* Minimum maintenance costs have been estimated to be $107,000. 
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UWC-MARINEITE COUNTY 
PRRLIMINARV FIRST *ROH Nn ECONOMIC EFFECTS 



Student. Faculty and S ^ff Expenditures 



Retail Stores? 
' Rent and Mortgapcs 
Miscellaneous Service 

• \ • t "7 

Total 

Local institutional Exp enditures. 



Ongoing Expenditures 
Who left-tie Trtde 
Miscellaneous 
Manufacturing 4 

Total 

Construction Expenditures , 
Checking and Saving Balances 

institutional. Student, Faculty 
and Staff Accounts 

Percent of Total Area 

Employment 

UWC-Majinette County Employment 

Percent of To Ml Area 

\ 



Amount 
$ 254,000 
147,000 
224, 000 2 

$ 625,000 



Amount 



$ 15,000 
18.000 3 
3,000 



$ 36,000 
$ 0 

$ 211,043 
.317. 

41 
.57. 



Percent of Area 
Total Economy 



.267. 



.58% 



percent of Area 
T otal Economy 



.037. 
.217. 



l Area includes all municipalities within 30 miles of campus. 

2 Uoes not include visitors' spending of $34,500. 

3„inlmum maintenance costs have been estimated to be $77,000. 
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UWC-MARSHFIEtD/WOOD COUNTY 
PRELIMINARY FIRST ROUND ECONOMIC EFFECTS 



Student, Faculty and Staff Expenditures 

Retail Stores 
Rent and Mortgages 
Miscellaneous Service 



Amount 



Total 

Local Institutional Expenditures 



Ongoing Expenditures ^ 
Wholesale Trade 
Miscellaneous 
Manufacturing 

Total 

Construction Expenditures 

Checking and Saving Balances 

Institutional* Student, Faculty 
and Staff Accounts 

Percent of Total Area 
Employment < 

UWC-Marsh field/Wood Employment 

Percent of Total Area 

I 



$ 301,000 
181,000 
270,000 2 

r~ 

$ 752,000 

Amount 

$ 8,000 
27.O00 3 
3,000 

$ 38,000 

$ - 0 

$ 249,810 
.15% 



45 
(47. 



Percent of Area 
Total Economy 

.08% ' 



1 



.177.. 



Percent of Area 
Total Economy 



.0021 
.080% 



\ 



Area includes a 1 1 mtiulcipa lities. within 30 miisp of campus. * 

2 Does not include visitors 1 spending of $34,500. v 

^Minimum maintenance costs have been estimated to lie $92,000, 
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utir-MEDFORD 
PREf tmtmarV first round ™™omic E3S3S. 



^udeot 1 _Fax^^ 



Retail Stores * 
Rent «fcd Mortgages^ 
Miscellaneous Service 

Total • 
' Local institution^ 

Ongoing Expenditures 
Wholesale Trade 
A miscellaneous 
A Manufacturing 

Total , 

Construction Expenditures 

.u^Vi ^ and Savl n&jaiailSSi 

. * institutional, Student, Faculty 
and Staff Accounts 

Percent of To La I Area 

i 

F.m p loyment 

~l-ljWC-Medford Employment 

Percent of Total Area 



Amount 
$ 105,000 
62 ? 000 



94.000 2 
$ 261,000 ' 

* Amount 

• 

$ 4,000 
13.000 3 
1,000 



$ 

/ $ 



\8,000 
0 



112,780 
.207. 

24 
.67. 



I 

Percent Of Area 
Total Economy 

.037. 



.097. 



Percent of Area 
< Total Economy 



.00017. 
.06007. 



W no* inclW. vl.W spending o£ $34,500. 

3 Mlnl ^ i— t — - - -r— " S33 ' 
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UWC-RICHLAHD CENTER 
PRELIMINARY FIRST ROUND ECONOMIC EFFECTS 



Student. Faculty and Staff Expenditures 

\ * • 

.Retail Stores 
Rent and Mortgages 
Miscellaneous Service 

V 

Total i ■ ■ 

Local Institutional Expenditures 

f " 

/ • 

t 

Ongoing Expenditures 
Wholesale Trade 
Miscellaneous 
Manufacturing 

Total 

Construction Expenditures 

Checking and^SavinR Balances 

Institutional, Student, Faculty 
and Staff Accounts 

''■ Percent of Total Area 

^— 

Employment 

UWC-Rtchland Center Employment 
Percent of Total Area * 



Amount 
$ 248,000. 
148,000 
223, 000 2 

$ 619,000 
Amount 



4,000 
26,000 ; 
4,000 



34,000 



. 0 



$ 186,582 
.247. 

32 
1.27. 



? 



Ar^a includes all municipalities wirthin 30 miles of campus. 
*Dofcs not include visitors' spending of $34,500. 
3 Mlru^op maintenance costs have been estimated to be $78,800. 



Percent of Area 
Total Economy 

' .827. 



1.907. 



Percent of Area 
Total Economy 



.827. 
1.00% 
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UWC-ROCK COUNTY 
PRELIMINARY F™*T ROUND ECONOMIC EFFECTS 



gfudent. Fac ult y and Staff Expendi t u res 



Retail Stores 
Rent and Mortgage* 
Miscellaneous Service^ 

Total 

i.ocal institutional Ex penditures 

Ongoing Expenditures 
Wholesale Trnde 
Miscel Inneous 
t ' Manufacturing 

Totfa l 

.Construction Expenditures 
Checking and aavinp. Balances 

Institutional, Student, Faculty 
and Staff Accounts 

Percent of Total Area 

•Employment ' 
UWC-Rock County Employment 

percent of Total Area 



Amount 
$ .311,000 
184,000^ 
277, 000 2 

$ 772,000 

Amount 

$ 7,000 
35.000 3 
3,000 

$ 45,000 

$ ' 9 

$ 419,108 
.087. 

54 
.17. 



Percent of Area 
Total Economy 

.107. 



.257. 



Percent of Area 
Total Economy 



.0057. 
.140% 



Vea includes all municipalities within 30 miles of cau,pu*. 
2 Does not include visitors' spending of $34,500. 
3 M inimum maintenance costs 'te* been estimated to be $71,460. 
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TABLE 1-1 

SUMMARY OF LOCAL FIRST ROUND SPENDING AT SELECTED UW SYSTEM CAMPUSES , 



Green Bay 



Parks ide 



UNIVERSITY OF. WISCONSIN 
Pla^teville River Falls 



Stevens Point Superior 



All municipalities 
within 30 miles 
of the campus* 

Percent spent in: 

'Retfeii Sector 

Wholesale Sector 

Services Sector 

Manufacturing 
Sector 

CQns true t ion 

Sector influenced 
the most (percent 
of sector's total 
activity^ accounted 
for by the campus) 

Municipality in 
which' the campus 
is located 



$12,000,195 ^$10,219,792 $11,879,808 $137296^222 $23,733^672 $ 7,065,955 



31. 

2 
50 

TR 
17 



Services " 
(7.58) 



31 

2 

I* 

TR 
13 



Services 
(9. WO. 



38 
1 

60 

1 
0 



Services 
(70.01) 



36 
6 
58 

1 

TR 
TR 



Services 
(-23.50) 



38 
2 

59 

TR 
TR 



' ( 



Services 
(19-92) 



^Less than 1% 

Sources: Tables 9 aad 10 for each campus. 



38 
3 
59 

TR 
TR 



Services 
(11.1*1) 



$10,622,796 $ U,U83,322 .$ 8,76l,5to $ 9,309,673 $17,761,392 $ 5,317,175 
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TABLE 1-2 



SUMMARY OF LOCAL FIRST ROUND SPENDING AT SELECTED UW SYSTEM CAMPUSES - 



Baraboo 



Barron 



uii:lvers1ty of Wisconsin centers * 

Marinett.; Marshfield Medfprd Richland Center Rdek County 



All municipalities 
within. 30 miles 
"of. the campus 


« 


$1,11U,0U8 


$ 618, 8; 12 


r 1 

$ 732,820 


% 279, U2tN 


0 


$ 7hO,76U 

1 


re rc e ixz s pe n x> xn . 














\ 


* 

' Retail Sector 


. » . S 


ho . 


Ui 


• 


38 


»*0 


'39 


Wholesale Sfector 


1 


1 . 

> 


2 


1 


1 


1 


1 ' 


Services oecuor 

r 


60 


58 


56 


57 


61 




59 


Manufacturing 
Sector 

Construction 


♦ 

1 

. ; 0 


1 
0 


1 
0 


• 1 


* TR 1 

0" 


0 „ 


* 1 
0 


Sector influenced 
•.he most (percent 
of sec tor 1 s total , 
activity accounted 
for by the car.pus) 


Services 
(3. WO 


Services 
(12.25) 


Services 
(U.12) 


Services 
(1.35) 


* 

' Services 
(0.80) 


Services 

. (13 67) . 


Service* 

(1 "7) 

* * 


Municipality in 
which the canpus 
is located 


$ 318,267 


$ 669,5^. 


$ 380,870 


1 

$ 639,133 


$ 229,278 


$ U59,7U2 


$ U58,057 

' 1 



«>2 



1 Less than l£ 

Sources: Tables 9 and 10 for each' campus. 
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